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ABSTRACT OF THE REPORT ON A PROPOSED PLANNING SYSTEM FOR THE

NEW JERSEY DIVISION OF VOCATIONAL EDUCATION
Chapter 1 ey

Education Planning Systems - A Point of View

The body of literature cohcerning planning-programming-
budgeting has become so .complex to be almost incomprehensible to
public officials seeking an understanding of PPB. Much of the

confusion and misunderstanding stems from the lack of operational

planning systems which-can be analyzed by policy-making officials
contemplatiﬂg'use of such systems.

The Government Studies Center (GSC) of the Fels Institute of
Local and State Government has developed and field tested such a
system over the past three years in two counties and six school
districts in the Commonwealth of Pemnsylvania. The Education-
Planning-Programming-Budgeting System (EPPBS) is presented as
background and introduction to the results which can be obtained
from educational planning systems. Key concepts used in the
EPPBS are also explained, including (1) the use of forecasts, (2)
the use of indicators, indicator gaps, and the setting of
objectives Based on the desire to close the gaps, (3). the “"base
case®™ or status report and (4) the development of program and

project alternatives in alternative sets. These and other EPPBS




concepts have been modified and adapted for the recommended New

Jersey Vocational Educational Planning System.

L
Chapter I1I-

The Setting - New _Jersey Division of Vocational Education

Until very recent years, vocational education was one of
this nation's most neglected educational missions, with attention
to occupational training keing sporadic, uncertain, and generally
unfélated to regional economic  problems and individual
aspirations. Recognition as a national concern came with the
Vocational Education Act of 1963, and the Amendments of 1968.
Yet, even with increased resources, vocational education faces

unique management problems and dilemmas in arriving at objectives

and cvercoming crucial program restraints. e

The present Assistant Commissioner of the Division of
Vocational Education entered the post in January, 1965 when the
impact of Act of 1963 was being felt and the shift from a limited
program orientation to new conéérn with construction of
facilities, with research, and with program evaluation@ and

administration was occurring. The vital economic ingredient in

vocational education programs has been stressed in the highly

industrialized State of New Jersey.

The Division's existing decision-making processes,

information systems, and financial management - confronted with

HERC << it M
U i

a virtual revolution in the purposes of and resocurces for
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vocational education - have yet to be fully adapted to these
broader management responsibilities. Certain deficiencies in

each are noted. K

Yet, before undertaking development of a
comprehensive planning system any public agency will legitimately
ask - is there a need and does that need merit the investment
required. Thus the justification for developing and implementing
a vocational Educational Planning System is presented in terms of
both external and internal factors bearing on the need.

In sum; thé analysis presented sugggsts the need for a
continuous, comprehensive, and integrated rFlanning system for the-:
Division: continuous because such a rplanning system would
replace intermittent examinations of single revenue sources;
comprehensive because the plagning system would embrace all
revenue sources administered by the Division; and integrated
because the planning system procedures would permit examination

of each revenue source in the context of all activities designed

to achieve Division-wide objectives. .

CHAPTER III

General Design Considerations

The Vocational Education Planning System is primarily
concerned with planning decisions and only secondarily with
management and operations decision processes, és these terms are
explained. The Planning System provides a formalized, sequential

process, functioning continuously during the Division's fifteen
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month plannin§ cycle, in which decisions on a given revenue
source are made in the context of the total -operation of the
Division. The backbone of this planning process are the
indicators - the main link between the program evaluation of the-
pDivision's operations and the planning decisions which alter
these operations. Planning .procedures are dependent on
development of an effective data and information base, with
related report generation procedures. Explicit links between the
proposed Planning System for the Division and thé planning system
of the Department of Education as a whole are indicated. N

An exhaustive examination of the revenue sources controlled
b§ the Division, activity types funded by each revenue'source,
and financial constraints associated with some of these sources
is presented. i

Planning is exrlained as a cyclical process which requires
formal planning procedures for each continuinq~ revenue source,
ﬂand more general procedures for the non-continuing sources. )
Timing for each revenue source is ncted, decision-making is set
in the context of previous decisions and knowledge of possible
future decisions for all other revenue sources, and decision
point and level reports are generated.

Three types of ;ndicators are proposed and explained -
Social Demand, Process, and Output. Examples of each are
provided. Vocational programs and projects are undertaken to

cause the expected level for an indicator to come as close as

possible to the desired 1level set Ey Division policy. The




Planning System itself will produce information on present and
expected indicator 1levels as a benchmark for the setting of
desired indicator levels in the Division.

Input forecasts and projections are examined, recognizing
that the need for better forecasting on any policy dimension must
be Jjustifie?, not assumed. Elements considered in justifying
more sophisticated projections include (1) the range of programs
and level of resources, (2) availability of proven models and
methodology, (3) availability of data and information, and (4)
;ecognizable and measurable benefit. Forecasts and préjections
for the following categories are discussed: %§i§éﬁ¥

- Population and Clieqt-Recipient Groups

- Manpower and Occupational Requirements

- Staff and Space Requirements

- Federal and State Revneues -

Manpower and occupational forecasté are seen as haviné“;érticular
relevance to vocational educational planning, in that superior
farecasting can enhance the competitive position of New Jersey
for economic development.y Because of the importancééattached to
projections anticipating occupational composition of the work

force required to achieve defined economic goals, the

methodologies of several leading manpower studies are reviewed.
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Chapter IV

General Design and lLogic of the Planning System

The general overlapping problem which the Division faces in
planning each revenue source in the context of commitments made
for all revenue sources is discqfsed. Three separate p}anning
cycles that yield o0l1d, current, and new pléns ove;fa span of
approximately six years are introduced. h

Major components of the Planning System are (1) the Division
and Revenue Source Planning Subsystem Procedures, (25 the
Division and Revenue Source Indicq?or Sets, (3) the Forecast
Procedures, and (4) Data and Information Files and Report
Generation Procedures.

The General and the Detailed Flows of the total Plénning
Systems (charté IV-B and IV-C) are explained with reference to
the Base Case and Alternative Set Phases. BAn illustrative set of

Data and Information Files are provided.

Chapter V

Work Pfogram for the Development, Testing, 'Modification

and Implementation of the Proposed Planning System

v

The work program discussed covers a three year period
beginning July 1, 1970 and concluding June 30, 1973. In
establishing the work program the following factors were

controlling:




~the duration of the planning cycles of each of the
continuing revenue sources and the place of each in the
fifteen month planning cycle of the Division

-the time required'to design the components of thé Planning
System and the necessity of taking each component through
th.complete implementation, evaluation, and modification
cycles

-the value in providing most of the compcnents of the total

Planning System at the end of the first year of the project

The work program involves three phases and five task
streams. The three Phases are July 1, 1970 - April 30, 1971, May
1, 1971 - April 30, 1972, and May 1, 1972 - June 30, 1973. The
task streams involve development and implementation of (1)
Forecast Procedures, (2) Report Generation Procedures, (3) Data
and Information Files, (4) Indicator Sets, and (5) Planning
Subsystem Procedures. A detailed phasing of the work program_and
the results at the end of each phase are explained. |

As designed, the Work Program will provide all the
components of the proposed Planning System thirteen months after
the start of development, and a completely tested and operational

system at the end of thirty-six months.

xvii




Chapter I

EDUCATION PLANNING SYSTEMS - A POINT OF VIEW

Discussions and explanations of planning-programming-
budgeting (commonly abbreviated as PPB) have become so commorn ,
and so complex, as to be almost incomprehensible to those seeking
an understa;aing of PPB. Much of the confusion stems from the
incontrovertible fact that the vast proportion of articles,
monographs, and books on the subjecﬁ of PPB systems'are semantic
manipulations of budgetary concepts and developments, and not
analyses of experience with operational systems. Lacking
concrete examples of installed and field-tested planning-
programming-budgeting systems (with - some exceptions in the
Federal experience), state and local officials contemplating use
of PPB have been confronted with a potential fiscal shift based
on faith not facts.

Experienced state and local officials have been engaged for
years - and competently - in planning, program analysis, and
budgeting for the full gamut of public services which this
society provides its citizens. What, they ask, are we to do
differently in employing PPB; what new factors are we
considering; what new elements are we adding to a budgetary

process replete with political implications; which interpersonal
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relations carefully. established will be jeopardized and, most
essential, what results can be achieved in terms of‘meeting
policy objectives within the limits of available resources?

No discourse, briefing, or written materials can adequately
respond to these legitimate questions unless based on an
operational system with results and dutput that the officiaf can
examine and digest in reaching a cénclusion; It is not what PPB
is, but whét it prodaces that matters. With this considerable
variation in statements of what PPB is, there have necessarily
been differences in what the few existing operationsl syétems
have produced in the way of output. But the policy making
official, whether in education or other public policy.areas, can
evaluate an operating system; even the most perceptive official
cannot judge, however, the potential management benefits of an
explanation of a new stage in the evolution of pla;ning and
budgetary techniques.

In designing a Planning System for the New Jersey Division
of Vocational Education, detailed and explained in this report,
the Government Studies Center (GSC) of the Fels Institute has
adapted concepts, techniques, and elements of a fully operational
and tested PPB system which GSC designed particularly for
educational organizations. An explanation of the Education-
Planning-Programming-Bﬁdgeting System (EPPBS) is presented here;
it serves as background and introduction to the results that can

be obtained from a fully developed planning system.
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While the full complexity of the EPPBS cannot be described,
a general understanding of the concepts, techniques, and elements
of the system can be obtained from this overview. Enough
information is presented té provide a clear picture of how the
system operates, how it assists éducational policy makers, and
what results or output it provides.

The EPPBS described here relates to school district
procedures but has definite conceptual and technical parallels in
the recommended planning system for the Division of Vocational
Education. Key notions that should be understood from . this
overview of the EPPBS include the use of (1) forecasts, (2)
indicators, indiéator gaps, and the setting of objectives, (3)
program structure and the crosswalk, (4) the base ‘case or status
report, (5) the distinction between programs and projects, (6)
the design and selection of project alternativés, (7) multi-year

planning of programs and projects, and (8) development of the

annual budget for the next year.

The Study

The EPPB System is the product of a three year ESEA, Title
III study. In 1967, The Pennsyivania Department of Education
encouraged Bucks, Cameron, Elk, McKean, and Potter Counties

superintendents of schools' offices and'theg%7 school districts

» . B

Piva
~‘is

in these counties to develop a planning programming-budgeting

(L2




Special impetus for the study came from the possibility that
intermediate units or regional education service agencies would
be established in Pennsylvania.

These counties contracted with the University of
Pennsylvania to provide the technical design. The Government
Studies Center of the Fels Institute, Management Science Center
of the. Wharton' School, and Graduate School of Education all
contributed. Pennsylvania Department of Education and Research
For Better Schools, 1Inc. assisted in the development of the
System.

EPPBS has been successfully tested in six school districts
and two county offices. The superintendent and staff in these
educational uﬂits have found the system most helpful in defining
objectives, developing programs, planning revenues, preparing

budgets, and in presenting the results to the boards.

The System and The Need

Educational units - school districts, intermediate units and
state departments o; education - are being pressed to ju§tify
their allocation of resources. The Education-Planﬁing-
Programming-Fudgeting System (EPPBS) has been develop;d “to
provide a raéional basis for selectiﬂg programs and projects

which will fully utilize resources to accomplish educational

objectives.
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EPPBS is a series of specific procedures and decision
'processes for annual use, which, when properly executed, permit
the evaluation ‘of alternatives against™ specific educétional
criteria. It encourages consideration of long-range consequences
of this year's decisions. The Education-Planning-Programming-
Budgeting System (EPPBS) employs planning procedures which
incorporate proven techniques developed over the 1last 25 years
for assisting in the process of planning and budget construction.

. "J,A»L) “

Planning-Progqramming-Budgeting

' -~
An examination of the general process decision-makers follow

in guiding a school district will serve as a useful stafting
point. Figure I-A shows the basic information flows in this
process. The decision-magers*-- the board and superintendent --
attempt to operate the schools so that the educational
requirements or objectives of the community are satisfied.
Sometimes these objectives are explicitly stated. Often they are
communicated informally to and through the board, but explicated
or not, they exist. The decision-makers" outputs are decisions.

These are detailed by staff to produce operating directives --

both oral and written and both formal and informal -- to guide

the operation of the school district. A main result of the

decision making process is the budget.

8
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The decision-makers must have information about what is
going on in the various activities so that they can detect
deviations from desired results and so that they can properly
motivate the staff to make'appropriate adjustments to achieve the
desired results. This requires a feedback path shown at the
bottom of Figure I-A. Data about the system are recorded and
filed. The files are a convenient "memory for the organization".
Data in thé files, however, is not very meaningful, since it
consists of a large number of individual records. Therefore,
this data must be analyzed in order that it be placed in a " form
which the decision-makers can interpret in relation to the
objectives of the school q;strict.

One important example of this information cycle is the
budget. The budget is really the result Qf a series of decisions
made annually by the board and subérintendent. The Sﬁhget
decisions are detailed by the staff.‘ The detailed budget is the
authorization for the school district to carry on various
activities. Thus the budget is a key device for implementing
policy and for directing activities.

'In .establishing the budget the decision-makers must
determine which activities should be authorized to move the
school district toward its objectives. Budget decisions must be
supported by two kinds of analyses. First, data about the school
district and about the world in which the school district exists

-

must be analyzed in order to understand the present status of the

-
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district and the nature of the communif& it serves. Secondly,

various ways in which the school district could operate must be

studied and predictions must be made concerning the influence

various possible activities will have on the desired objectives.

Planning-programming-budqgeting is a method for performing

these two kinds of analyses in preparation for establishing an

annual budget.

Objectives and Indicators

Good planning is directed toward choosing those activities

which accomplish the desired objectives. Therefore, it is

important to wunderstard what an objective is and how progress
toward it is measured. In EPPBS the device for handling

objectives is the indicator. An indicator is a measure of a

resource input to or an output from the school distriét. An
indicator must be quantifiable, that is, some definite procedure
must be available which tells what information and data to record
and how to manipulate it so as to produce a number which
represents the indicator.

Figure I-B shows typical indicators and illustrates their
uses. Four indicators are shown. Two measure resource inputs
and provide part of the basis for examining the 1level of
resources in terms of the desired benefits and effects to be

achieved. These indicators are: (1) total dollars expended per
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Fig. 1-b. Typical indicators and a graphic illustration of their uses.




pupil and (2) classroom teachers per thousand weighted pupils.
The other two indicators are output indicators and measure the
performance of the schdol district. These indicators are: (1)
achievement in mathematics (average deviation from ng%}onal norms
in a standardized achievement test) and (2) the percent of high
school graduates who are successful in pursuing their expressed
interests in post high school education.

An examination of the mathematics achievement indicator will
be wuseful at this point. The present level of th; indicator is
developed by giving each pupil a- mathematics achievement , test
appropriate to his grade. These tests are then §c6réd relative
to national norms in terms of equivalent g¥ade level. :The

4 ¥
average deviation of the school district scores fron national

norms are then taken. The hypothetical school district shown on

Figure I-B scored an average of 0.35 of a year above the national
norms. Two other critical points are shown on the scale. First,

there 1is an estimate of what the mathematics achievement will be

five years from now if no modifications are madé to the present
mathematics program. Second, the desired level is shéwn -- 0.6
¢{ a year. The estimated and desired levels are determined by
the superintendent and board, with appropriate consultation with
the staff and curriculum experts. Tﬁe community may, at times,
be involved in helping set the desired levels. The exact method
of consultation with the community depends upon the way in which
the community interacts with the beoard and superintendent.

%
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The difference between the five-year estimated and the

desired level is called the gap. An objective is to close the

gap, in other words, to undertake acitivties which will cause the

estimated mathematics achievement level at some specific future

point in time (a five-year period is used in EPPBS) to come as

close as possible to the desired level.

It is presumed that a real school district will have a
number of indicators, many of which will have gaps. It 1is
unreasonable to expect a district to attempt to close all of the
‘gaps in any one multi-year period. Therefore, it is necessary to
establish priorities. At the very 1least, the board and
superintendent, with the assistance of the staff and.community,'
should rank the gaps to show which ones they believe should be
closed first. In other words, the objectives are ranked in
priority order.

Thus, the purpose of EPPBS is to assist the decision making
group in choosing the most desirable changes to be undertaken in
the school district -- innovations, new projects, changes in
resource levels, or reduced programs -- So as to close the gaps
in priority order within acceptable expenditure and reasonable
manpower levels. The results of these decisions are then

reflected in the annual budget.

-11-
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The Basic Flow _in the EPPB System
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Figure I-C illustrates the basic process by which decision-
Qo ' makers choose thé preferred course of action. Data are prepared
;g ) about the present status of the school district and the

community. Include? in the data preparation are estimates of
;g enrollment over the next five-year period and estimates of *A\§ i
d revéﬂ;ér factors; such as property market value and subsidy v

levels, which provide the basis for estimating the anticipated

revenue foruthe same period. From the previous year's planning,
4 information is collected about the current policies and programs
% and projects under way in the school district. All of these data
are then fed into the basic (partially computerized) procedures.
The procedures provide two kinds of output: (1) estimates of
4 indicator levels under a proposed plan of operafion (set of

programs and projects) and (2) estimates of the revenue required
H to operate the plan. These outputs are evaluated by the
g decision-makers. If they feel that this plan is satisfactory it

3 o
- can be adopted and a detailed budget prepared. If, however, it

is not satisfactory, then the board and superintendent can do one
of two things. They can try different combinations of activities,
al?eady designed or they can call for the design of new projects ?
and add them into the plan. Basically, EPPBS is a feré@ésting |
tool which lets decision-makers see thé probabhle conseéuences of

% Plans of operation in terms of indicators (which show the

-12-
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Fig. 1-ce. The basic process by which decision-makers choose the preferred 5
course of action, ;




benefits and effects -derivéd) énd‘ financial factors (which
measure the costs).

,JFigure I-D shows the basic EPPB System flow in more detail.
There are two kinds of input data -- forecasts and status data.
Forecasts are made of future enrollment levels by grade level --
early childhood, eiementary, secondary, etc. 'Also, forecasts are
made of anticipated revenues.

The status of the school district is determined principally
by an analysis of the past year's operation. An analysis of the
expenditures is performed. These expenditures will bhave .been
collected by the normal &ccounting p50cedure and recorded by
expenditure category. In order to facilitate plafning it is
desirable to aggregate costs‘by programs and projects. igprogram
or project is simply a classification of activities which is
useful to the decision-makers in planning. The'typiaal budget is
organized to provide contrél over the expenditure of money rather
than to facilitate decision-making. To convert the expenditure

categories into the program and proiect classifications a

crosswalk is used. ' This is a method of allocating the amounts in

each expenditure category to the program and project categories.
An analysis of the  evaluations of the results of }ast year's
programs and projects and an examination of present indicator
levels is also undertaken. Data for the status report are
derived from financial and other operétional' reports and from

achievement and performance tests administered to the pupils.
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These data and information are then used to produce the base
case. The base case is a projection of indicator levels, costs
and manpower requirements, and a determination of financial

feasibil .ty under the assumption that no new planning decisionsh

will be made for the next five-year period. Previdus poli?iﬁg)
remain in force and programs and projects will continue as
planned the previous year. Thé output of the base case
computations, which will be illustrated.below,'provide a basel%ne
of the operations of the school district. Additions to and
subtractions from this baseline will be made for the purposé of
examining varicus alternatives for improving the operation of the
school district. The data in the base cese aloﬁg with the-
relevant environmental data and information are interpreted to
the board by means of the Status Report;

At this point the board and superintendent d3efine the

-~

! objectives of the school district. Specifically; they Adetermine
what new problems face the school distriét and what new
objectives and indicators should be established. Data for the
new indicators are prepared. The decision-makers set desired
levels for all indicators -~ levels which they voﬁld like - to
attain in the next five years. This of course defines the gaps
-- the difference between the desired and the predicted levels in
the base case. They then set priorities in terms'of these gaps,
i.e., which are the mest important to close. Also at this time

the board and svperintendent establish certain constraints within

-16~
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which improvements must be made. For example, they might 1limit
the rate at which building construction can proceed. All of
these decisions are reflected in the Policy Report.

Next, members of the school dis‘rict -staff ~are given the
task of designing procjects which will help attain some of the
objectives -- close the indicator gaps.

. At this point the distiﬁction between programs and projects
can be sharpened. 1In the EPPB System the school district is
viewed as having two kinds of activities for coﬁvenience in
planning. 'One kind is called a program,‘such as eleﬁéntary
education or health services. Programs are sets of ZOntinuing
activities which have 1long been established and which will
continue unless somé specific actions are taken to reduce or
change them. It is necessary to forecast the results of these

programs, but it is assumed that, except as noted below, they are

continuous. New activities are called projects. A project may

become continuous and, hence, become an additid;;i program or it
may be of limited duration. It may be_innovative or traditional.
It is singled out as a project primarily because management
wishes to keep track of its costs, operational progregs, and its
influence on indicators. Thus, most improvéments in the school
district that are required to close the {ndigggor gaps are
brought about by deéigning specific projects. . These may be

remedial projects dealing directly with pupils, in-service




projects for staff improvement,’ or projects for business support
activities.

After the projects have been designed, the process of
selegtian begins. EPPBS now truly enters the planning stage.
The same kind of computational procedures used for the base case
are repeated except that new projects in various combinations are
added. some of the projects might have negative quantities so
that these cause reductions in existing préarams or in previously
approved projects. A combination of proﬁects is called a project
set. A project set combined with the existing programs forms a
plan. The impact of this plan over the five-year lperiod is
forecast to give estimates of indicator 1levels and the
expenditurg and manpower requirements. The financial feasibility
of the plan is examined in terms of the anticipated revenues.
Thus, a number of plans are broduced and examined -- some of
which cost more and some 1less but each has a different
consequence on the indicators. From among these plans a

preferred plan is chosen -- the one which is financially feasible

and which increases the high priority indicators as much as

possible. This plan is described in the Plan Report. From this_

information the annual budget is prepared for approval.
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Key Steps in the EPPB System

A detailed examination of the key steps in the EPPB System

] is developed in the following sections of this paper.

Enrollment Forecasting

The entire plén for a school district must be based on a

Crouiiied b 885

reasonably sound estimate of the enrollment by grade 1level over
the five-~year °plannirg period. EPPBS contains an enrollment
fofecasting Eomputer program to assist in making this estimate.
The basic principle of the forecasting program is illustrated in
Figure I-E. Factors are derived from a historical study which

are utilized in measuring the reduction in population in a static

area. This is represented by the dashed curve. Increases in

o s

school age population are assumed to be largely.result from new

hd
Ty Mk ook D Ky

4 housing. Therefore, a second set of factors is derived for the
1 e 0
enrollment forecast, i.e., estimates of housing that will be
constructed over the next five-year period are secured. These
are deduced from past trends and other information concerning
future housing construction. The combination of these two
factors gives an estimate of population by‘ége. This estimate is

then converted into enrollment by grade using another set of

factors which give age distribution by grade level.
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Fig. 1-es The basic principles for forecasting enrollment.
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Revenue Forecasting

The procedure for estimating revenues varies ﬁith the source
and the information and data available on the source. The main
sources, property taxes and state subsidies, are calculated in
the main EPPBS cost estimating computer program. Property taxes
are estimated by first forecasting future property market values
and future assessnment ratios. Often th%§ﬂis done by assuming é
linear trend. Then revenues are computede by applying the tax
rate to the property value and adjusting for non-collections‘and
other miscellaneous factors. State subsidies are calculeted
according to the current rules unless there is some spgcific

reascn to believe the rules will be changed. Other revenues are

estimated on a special basis by the planning staff.

Crosswalk

Planning is performed on the basis of programs and projects
in FPPBS. These are the categories by which various costs are
accﬁmﬁlated. In most school districts, costs are accumulated
according to expenditure categories, such as salaries and

materials. The latter accounting procedure has been established

because of ' fiduciary concerns, i.e., insuring that. no\__

unauthorized exper.ditures are made. The program and project

categories are designed to facilitate planning and are not

designed to aid in fiduciary control.

]
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Therefore, it is necessary to translate the costs which have

been accumulated by the normal accounting system into'the prodram
B .

and project categorles. This can be done in three ways'

1. It can be done on an ad hoc basis every '%%me a
particular program or - expenditure is studied. ThlS
could be very time consuming.

2. The entire accounting system can be changed so that a%}
expendltures are- coded by@program or progect as well as
by account number. This ultlmately is the best method
of keebing track of program and project expenditures,
but it requires the expensive step of redesighing the
accounting system and, probably, going to»e cgmguter-
based system to handle the added data procesging.

3. Use of a crosswalk to translate account costs into
program ‘and project costs.at the start of the planning
effort. It is the ﬁest compromise if one wishes to use
the -planning system quickly. However, it does require
some subjective judgment, and, hence, there is room for
error. "

Figﬁre {;F shows a typical crosswalk. On the left are the

standard expenditure, accounts and the amount accumulated in each.

Aéross the top are the various program categories. (Projecté are

not shown on .the Figure.) The problem is to allocate the

expenditure account costs to the various programs. In some cases

this can be done by means of a numerical procedure. For example,
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salaries can be fully allocated to various instructional programs

<F
according to the assigned position of each teacher or by

proportion, i.e., computer personnel whose salary costs are
prorated between Comprehensive Planning .and Instructional

‘igﬂ .
support. The latter procedure is, obviously, more difficult.

Theoretically this latter procedure should be based on a careful

4 .
in various

4

activities. However, for the purposes of planning, estimates can

accounting of the time which computer personnel spend

be made according to the judgment of personnel familiar with the

work schedules of the computer personnel.

k)

Base Case

>4

After all of the input data has been gathered, enrq}lment
and revenue estimates made, and the crosswalk prepareq, the ﬁzxt
step in the EPPB System)is to compute the base case. The base
case 1is a forecast of what will happen if the school district - ;
continues to operate for the next five-year period according to

the decisions made last year._ All projects which were operating

or planned for initiation during last year's five-year period and

all programs are included in the base case. The base case

o,

3
computations produce sgyeral reports: (1) estimate of the costs
P .

of operations; (2) estimate of manpower required:\ (3) estimates
of the ‘indicator levels that will be obtained with the programs
and projects as they are presently operating; (4) estimate of the

anticipated revenue; and (5) a determination of the financial

N
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district.

of a particular form of planning.

feasibility of the base case set of programs and projects. Thusg,
the base case serves as a baseline for planning. Planning will
3" consist of determining what to add or subtract from the base case

in order to more nearly attain the objectives of the school

The development of the EPPB System is based on the adoption

There are basically three

planning approaches that could be utilized:

Incremental expenditures - the plan is derived by

adding or subtracting the expenditures to each budget

account. This is the normal method by which budgets
- ;

Each organizational sub-division adds

are prepared.
(rarely does it subtract) some amount to its salary,
materials, equipment, travel, and other accounts. The
sum of these increments is computed. 3$If the budget
looks too high, arbitrary cuts‘are made, normally from
the increments and not from the current 1level of
expenditures. The difficulty with this kind of
planning is that it is not related to the objectives of
the school district.

"Start-from-scratch" planning - this is the kind of

planning implied by theoreticians. They say that each
year one s;arts as if there was no prior plan and,
hence, no prior commitments. Therefore, planning
consists of considering and selecting only those new

[
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\\\a
combinations of activities that would best accomplish
the objectives of the school district. This kind of
planning would be suitable if one could truly evaluate
the cost of stopping existing .combinations of

)

activities and starting ‘new \oqeé, i.e., transition
costs. There is, of course, ; - significant éost iﬂ
changing any combination of aétivities: for example,
the costs for retraininy and recruiting personnel. It
is, however, almost impossible to evaluate these
transition costs. Therefore, EPPBS uses a third meithod

of planning.

3. Incremental planning by project - in this form of

planning, the base case is the starting point and
projects are added or .subtracted. This form of
pPlanning automatically takes into account the value of
continuity, since it uses the base case as a baseline
for planning. - It is objective orignted, because the
projects are evaluated on the basis of their relative
contribution to closing the indicatéz gaps.

In the base case cdmputations, two kinds of * data are
produced: cost forecasts and indicator level forecasts. The
former are calculated '5y a formal cost estimating model.
Resource input indicators, such as teachers pef 1000 weighted

students, are also calculated. Estimating output indicatofs,

such as mathematics achievement, is more difficult. Formal

-26-




computation of the output indicator levels would have .to be based
on a valid, quantitative learning theory that is not presently
available.  Therefore, in the EPPB System output indicator lievels
are estimated subjectively by experts using a carefully
controlled procedure. Every effort is made to eliminate bias due
to political, personal, or financial | considerations.
Consequently the experts are placed in a better position to give
their best judgments. These judgments are entered into the
System so that the output reports for the base case, and later
for the five-year plans, contain complete information; including
all indicator levels. The fact that the computer prints ' the
performance estimates should not obscure the fact that the levels °
are obtained subjecti;ély. - |

The base case computations produce the outputs shown on
print-out pages 17, 18, 19, 20, 23 and 24%. (Three regulér size
pages are required to show page 17.) These computations were
performed on the IBM 360/75 at the University of Pennsylvania's
Computer Center. With minor changes, the programs will run on
smaller computers, such.as the IBM 360/30. The most important
outputs are the extent to which indicator gaps will be closed, as
shown on print-out page 20, ani the overall revenue requirements,
expressed as tax rate increases, as shown on print-out page 24.

Special *base case studies can be made. It is possible to
estimate the cost, revenues and indicator levels under varying

environmental conditions; i.e., different enrollment forecasts,
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different availabilities of manpower, or different revenue bases. :
Various assumptions about ‘future cost factors, such as inflation |
rates can also bé used. It is also possible to carry out the
planning over a longer planning horizon. Ten-year forecasts have

been made for some school districts in the study.

!
. |
-+ |
5

!

Policy

1 In the context of the base case output the decision-makers

£ must examine existing objectives, make appropriate modifications,

| and establish new objectives where necessary. The new set of
objectives constitutes a statement of policy. 1In particular, the

decision-makers must establish objectives in terms of indicator

s
B oz onoie x

%Q gaps. This requires the following:

1. They must review the indicators they are wusing to
X » ~ ,
;| determine whether they .want to add or delete

/

? indicators. WNot every a§péct cf the school district

:i can be represented bf; indicators, but certainly the
most important ones éhould be/}ncluded. 

2, The decision-makers then must establish the desired
levels which they wish to attain for each indicator by
the end of the five-year plapning period. This .means

% that the'decision-makers must translate community goals

3'-m" | into specific five-yea£ objectives.

N

3. The decision-makers must establish priorities Lztween

| the various indicator gaps. Is it more importaQ% to




improve reading achievement or is it mofe important to
reduce the teacher turnover rate? Some ranking of the

indicator gaps is required in order to complete the

planning process. * C

At this time the decision-makers must also establish some
constraints on thé planning process. They hight restrict the
level of“wpossible tax increases because of the local political
situation. They might set practical hiring limits because of the

presumed availability of manpower as the result of supply and

demand factors or 1limited recruiting resources. They may.also

point our new legal constraints, such as a directive to

‘accelerate the integration of the staff and the pupils. Of

course, there are also physical constraints that must Dbe
specified, such as the fact that buildings cannot be occupied
before they are built, RE:‘md so on. . Accordingly, planning to

achieve a given set of objectives takes place within certain

specified constraints.

Project Design

The next step in the EPPB System is to design projects-
modifications to tge way the school district presently operates
~- which will help the school district attain “its objectives.
Generally, one or more project teams-are assigned the task of

designing a project tp attain .a particular objective; It |is

recognized, however, that when the team has completedﬂthe design

-37=
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of the project several indicators will probably be influenced.

‘The project degignﬁ-effort should be carried out using "systems

analysis®™ techniques.

Clarification of the confusion c¢cncerning the use of systems
analysis techﬁ?ﬁues in the planning-programming-budgeting is in
order at this point. Systems analysis is a method for solving
problems. The systems analysis approach was used in designing
the overall EPPB System. This abproach is also racommended for
use in designing projects.

fhe steps 'employed in designing projects are as follows:

1. The objective for the project is defined in terms of
the indicator gap and its priority rating both at the
school district and organizational unit ievel.

2. Alternative methods 6f attaining the objective are
examined. These alternatives will be suggested because
of research or the experienceé of others.

3. Several possible projects may be designed that are

. based on the alternatives. Each project is defined byu
indicating the techniques to b; used, manpower
required, space'néeded, salaries and other costs, and,
where applicablef instructional hbdurs per ’pupil.
Preliminary estimates of total cost and resource usage
are made for each project. Estimates :are also made

‘ concerning the degree to which each project will att;in

the objective. .
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4. If one project is clearly the "best", it is selected.
However, if several projects appear to be equally
preferable, then each is retained for consideration in
tﬁé planning process. The selection among these
projects will be made during this process.

5. An implementation plar is prepared which involves
detailing the tasks required to implement the projec;,
viz., sequence and cost implications.

6. The specific data is prepared for computer input for
all the projects that are to be proposed. (See print-
out page 25 for typical display of prbject data and

information.)

s

&

Planning {

The next step in the EPPB.System is to select that set of
projects which will do the most for the school district within
the specified constraints. To do this the planner selects a
number of project sets or combination of projects which he wishes
to examine. A-set'might include a school addition, new' remedial
reading project, instructional materials center, and improved
counselling service.; The EPPB System then estimates the
indicator ~changes for each project set and computes the required
added revenues in terms of dollars and increased tax rates.
Figure I-G graphically displays output from the System. The

decision-maker must ther make a choice between the project: sets,

~

-
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fi i.e., balancing the added costs against the gains indicated by

changes in indicator levels.

1L Typically, project sets fall into the pattern shown in
/Figure I-G. It is assumed that some overall priority weighting

of the indicators can be used as an overall measure of the

% relative "goodness" of a plan, althougl this is not necessary.
Some project sets produce hfaper benefits and cost more. The
A58 project sets which produgegkhe most benefit within a given cost
range are the ? ly ones considered. These are the ones that lie
along the 1line called the efficient frontier. The choice among

these efficient sets is a judgment of the planmer and decision-

makers. The most suitable set and, hence, the one chosen,

occupies the most favorable position on the efficient frontier

37 and does not exceed the constraint of "maximum feasible tax rate

R
A mamany

;J increase®.

Establishing the Annual Budget

’ After a group of preferred projects has been selected for

implementation, the entire results of the planning process must
é; be translated into an 0pera£ing budget for the next year. There
are three general methods of doing this -- Figure I-H illustrates
] these nmethods. In Method 1, the planning data is used
| intuitively by the budget makers to produce the next year's

budget. This budget is then recrosswalked into the program

L categories. The result cof this budget crosswalk and the plan are

-41-
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METHOD 1 - PARALLEL DEVELOPMENT *

; V ADJUST .

2 PLAN  __ o _1st YEAR OF PLAN ‘

,_ ¢ COMPARE
- ‘ BT-ET ——> RE-CROSSWALK / |

|
________ ADJUST g

"~ METHOD 2 - EPPBS METHOD

"NO CHANGE" BUDGET = CROSSWALK
]

V
PIAN Y1 - Y5

J (ADD PROJECTS) = ADD PROJECT DATA N

; "NO CHANGE" BY '
b
- ‘ BUDGET
} h
g
¥
¢

.  METHOD 3 - DIRECT

3 ' PLAN—3%>1st YEAR ——-9»-"INVERSE" CROSSWALK

¥ . - .

, SPECIAL mu/ l |

‘ METHOD 3 RBQUIRES DATA NOT CARRIED IN THE EPPB SYSTEM -

i 4 ACCOUNT n?iwrmm PROGRANS AND PROJECTS.

} _'
| Fig. 1-he Hethdaﬁ-hmg the annual dudget.
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compared. There may beéiif;erencesasincé the budget prepirati&g%
d

may have misinterpret some of the planning implications.

Adjustments are made to either .the plan or the budget until the
‘plan and budgbt are@in agreement. The budget is thgﬁ prep&ggd.
This method was first used with the EPPB System.

Method 2, the one now recommended for use with the EPPBS,

‘aepends upon the assumption that new projects can be planned at

the'}evel of detail of expenditure accounts. The proéedufk is to

first prepare a year-one budget under the :assumption that no new”

decisions are made, that is, a nqjchanqé or contiraation budget.
The no-change budget isxihen crosswalked to estimate year one's
costs. Planning then lproceeds as usual -- producing the new
projects whiéh are described at a detailed cost 1level. The
project data. for year onme can then be added to the no-change
budget toc obtain the total year one%Eudget.

It is possible with Method 3 to conQert directly from a plan
to a budget. However, this method requires some special data
which is not handled by the EPPB System. In order to accoﬁplish
th ocess it would be necessary to carry. the expenditure
a;t::::\\zzzz‘within each program and project category and within
each budget category. If this {; done, then the translation from
the plan to the budget can be made _directly. Since thé data
system required is complex, it will be some time before séhbol
districts can implement such a data system for the purpose of

utilizing this method.
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The main benefié' Qf the EPPB System is that it provides a
school district with ‘a clearcut way of establishing budgets
which: (1) relate ac%ivities directly :; district objectives
and,' presumably, community goals and (2) ensure that .projects
undertaken in "§ﬁy--year are a logical part of a long—ranée,
comprehensiv? plan directed toward further improvgment in fhe
educationdi’hproéess. The System is completely defined by a
séries of man;als. Ai& necessaryrforhs, procedures and combutér
programs are available. A training program has been developed to
assist in acquainting potential users of the System with its
elements and procedures. |

In developing the Planning System for the New Jersey
Division of Vocational Education we have not been- bound by the
framework of the EPPBS. Obviously phefe are significant
differences in the management. problems facing a mafor state
agency that both operates and funds programs, ard a school
district. The increase in complexity over the school district
system has been encrmous. Thus, @hé chapter that follows
discusses the vocational educational setting and, within that

cortext, the need for an integrated comprehensive planning

system.
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THE SETTING -~ NEW JERSEY DIVISION OF VOCATIONAL EDUCATION

¢

Vocationall§ducatibn<ig the Nation

-

v

Vocational education is one of this nation's most neglected
educational missions. Until recent years, moreover, attention to
that mission was entirely sporadié, uncertain, and geqeially
unrelated to regional economic problems and individual
aspi;ations. Since the passage of the Vocational Edﬁcation Act
of 1963, and the Amendments .of 1968, vocational and .occupational
training has been recognized as a matter of national concern.
Yet the emphasis and resource priority given to vocational
education, as compared - for instance - with that of higher
educationfastil;ﬁraises value questions about the basis for
assessing our national educational requirements. Whatever
measure of educational need is employed - demand from potential
students, return on sccietal investment, or manpower requirements
in the public and private sector - the benefité from allocating
resources to vocational education can be ‘convincingly
demonstrated.

Yet, though Federal fundg have been available for vocational

education since 1917, non-professional education had been

supplementary, confined to a 1limited range of programs, and

fom
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directed at limited economic benefits. Only in recent yeais has

this concern been expanded to embrace the potentlal personal ¢
‘..
aspirations - adult literacy, citizenship training, enrlbhment

and' self improvement - and need for bccupational training among
an increasingly significant proportion”of our total national and

urban population.

Much of this lag in recognizing vocational educationel needs
j stems from the difference in the student selection process. At
the elemennary and secondary levels the American syeten.qf
f education recognizes an absolute obligation to accept . all

children ‘regardless of condition and'circumetances. In higher

educatidn éur very survival as a nation continues to gglviewed as
“ inextricably linked to accepting all secondary students whose
prior educational attainments indicate the capacity to benefit
from further studies. | This\ demand for higher education is

further fortified by the ability and/or willingness o;

-4 substantial segments of our population to bear the econonic

" burden of college education for, their children.

b

. By comparison with basic a&g'higher education, the demand or
need for vocational and technical education 1is far more

amorphous. Demands for basic and_ university education are

1 presented in unequivocal terms by a segmen f our population
capable of pressing its demands on public officials; the need is
manifested in specific terms and does not require extensive
governmental effort to determine it, thouéh forecasting of future

— demand is required.. In contrast, vocational education requires

Coe e
5 i




gové}nment in effect to recruit its clients; if‘is neither

compulsory or predictable frﬁm whet has occurred in the past. An

‘effort must be made both %o measure the existing interests of '
people in further occupational. education and to provide Fhose
lacking work objectives with guidance on emerging 'manéower
requifements in the total economy. Voéational education, at fhe
state level in particular, therefore requires a comPina&ion of
educational and human resource planning. Thus management of
vocational education presents a further dimension of complexity
beyond the admitted}y difficult problems of basic and higher
education:” | '

Pressures on the management of vocational education are
furthgf compounded by the absence of 'an integrated national
manpower policy that provides systematic information to
unemployed aganahdér-employed'persons, leading to retraining and'
even relocation. Below the nétional level, however, it is
transparently obvious that states and communities would rather
import employers than export active members‘of the 1labor . force.

Thus, moving beyond the human dimensions and aspirations of an
incregsingly large segment of our population (much of it 1located
in urban areas), we can recognize the essentially competitive
economic ingrédiePt in state vocational education programs:

To summarize, vocational education as a field in American

public education has unique management problems, both in arriving

at objectives and overcoming some crucial restraints on programs:

~lg-
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1. The selection-in process or demand for vocational:

education - and those adults who influence it - is far

A ]

&
more amorphotus than that for basic and higher

eduqation;

2. Vocational educational agencies, tnder existing Federal
1aw;“have an obligation to discern both éxisting
int;rests and demand for occupational training and to
attempt to modify that "demand® based on some perceived
understanding of the mappo;ér requirements of the
regional or state economy;

3. Vocational educaticnal @ agencies bear much of what
appears to be a popular dissatisfaction resulting from
the lack of an integrated national manpower policy;

4. As various . "emergency" training efigrts directed toward

v‘dsgadvantaged segments of our urban population
proliferate, State vocational education agencies will
face major management problems in coordination and in
effective allocation of funds;

5. State vocational educational programs must, in
.conjunction with local educatioral agencigs. serve the
needs of its citizens while contributing to maintenance
of the economic viability and growth of that state in
competition with other states.

These fahtors constitute some of the major management

di.lemmas facing the vocational education program of the State of

New Jersey.

-~




Vocational Education in the State of New Jersey

-

The Economic Context

»

That New .Jersey is a highly industrialized state réquires no
documentation. As such the prosperity and economic well being of
the State turns in part on its ability (1) to offer existing
industries a source of competent manpower and (2) to attract new
industries by the presence of manpoweixpossessing particular
occupational orientations and skills. One obvious economic goal
is prevention of ‘industrial exodus and the concomitant attraction
of corporate facilities. Attaining a favorable domestic balance
of industrial presence requires' both superior vocational training
and perceptive anticipation of major technological shifts within
the economy at large.

The wvital economic ingredient in vocational education
programs can be equally well stated from the viewpoint of the
individual. For the many individual citizens of New Jersey that
concern is unemployment. To quote a publication of the Division
of Vocaticnal Education entitled "New Windows 6n Learning" -

Massive unemployment in the midst
of burgeoning economic opportunities

is fhe gloomy prediction... Many jobs
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are going to people brought at jreat
expense from elsewhere - while our own
people are often adding their names to

the welfare roles.

Economists give a specific name to thisufype of unemployment, and
that is “structural unemployment”. It is no exaggeration to
claim that treating structural unemployment will represent the
major domestic economic issue of the seventies; lessening such
unemployment may well be the prime goal of vocational education.

As opposed to cyclical or periodic unemployment, which
results from drops in demand and thus spending, structural
unemployment stems from an inflexible supply of productive
resources, particularly manpower. This leads to precisely the
condition which bthe New Jersey Master Plan c¢ommittees have

anticipated, that is, siqgnificant unemployment occurring

simultaneocusly with and geoqraphically coincident to substantial

“labor shortages. Expressed simply, the question is how can the

times be good, and labor conditions so bad. Cyclical is the
demand, structural the supply side of the unemployment equation.
Cyclical unemployment has tradi ional;y been a’Federal government
concern; the degree o structural unemployment can be seen,
however, as requiring a response by state and 1local training
agencies. As Wilbur R. Thompson's "A Preface to Urban Economics"
(Baltimore, Maryland: The John Hopkins Press, 1965) states at p.
207,




?he treatment of structural unemploy-
ment clearly requires a reconversion

of the labor Supply through retraining
and yelqggtion programs to fit changing
patterns of occupational, industrial,

Py

R and spatial demand.

The prime concern of vocational programs is with the supply

side. Balancing individual vocational interests with the

“employment options of resident employers is best accomplished at.

the state-local level. The last assertion, however, is mbre than
truism. The complicated, and frequently strained, relationsﬁip
between the unemployed and labor-short employer requireé a
comprehending, locally-aware influence to mediate. A totally
integrated state-wide vocational educational program is one of

the most probable mediating influences. An essential component

of such a program is adult literacy training, which makes other

- _training possible. Without sﬁph a program, unemployment may co-
v

exist quite easily with unfilled Jjobs.

Concern with this economic goal of vocational education:
j.e., the need to offer the private sector a continuing and
flexible source of competent manpower, is suggested by reports
and interviews within the Division. The Curriculum and Programs
Subcommittee of the Master Plan Study groups begins its report by

citing the "urgent need for expanded vocational and technical

education programs to provide occupational training for both

D,
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youth and adults in order to meet the demands of modern indusfry
and business...". [Perhaps the single best economic indicator,
suggested by the Assistant Commissioner, is actual positions
filled, though obtaining the necessary information through
follow-up studies may be an expensive evaluation procedure.

There are two important consequences for the Planning Systém
in stressing the economic objectives of a vocational education
effort: (1) specific indicators must be formulated in terms of
economic objectives and data must be obtained (a) in order "to
establish the current level of these indicators and’(b) to permif
estimates of a future level assuming no change in policies; - (2)
a considerable expeqditure of resources may be involved in making
or acquiring input forecasts, projections, estimates, or
predictions concerning the economf°of New Jersey.

Deépite the emphasis placed on the legitimate economic
objectives of a state vocational technical program, this by no
means implies that the Division is preoccupied solely with the
economic or manpower aspects of vocatioﬁal education. Concern
with the human and social _needs to be served is abundantly
present in those activities of the Division which are
specifically concerned with personal enrichment and citizenship
training. o

Emphasi's on the individual and the objective of vocational
programs in assisting people to achieve higher 1levels of
vocational attainment is also clearly revealed in the Statement

prepared by the Philosophy and Objectives Study Area Commiftee.

-53-




The Subcommittee characterizes xasational éaucation as "that part
of the total educational program which helps individuals to
define and work toward occupational objectives".

While it is self evident that a State such as New Jersey,
with specific'ecbnomic goals and aspirations, must be mindful of
the economic-manpower considerations in vocafional education
planning, the Division is aware of a far broader range of
responsibilities and, in the context of this planning system, df
possible objectives derived from these responsibilities.
Questions related to this point will be examined further in our

discussion of forecasts in Chapter III.

Evaluation of the Division and the Planning Function

The present Assistant Commissioner of the Division of
Vocational Education entered the post at precisély the time when
vocational efforts in the nation were taking an entirely new, énd
better funded direction. in January, 1965 when the present
Assistant Commissioner assumed direction of the Division, the
impact of the Vocational Education Act of 1963 was just being
felt on state administration of -vocational programs. Shif:ing
emphases brought new complexity to the management of the
Division. From the limited program orientation under the Smifh-
Hughes and George-Barden Acts was emerging new concern with
construction of facilities, research, and program evaluation and
administrafion. Beginning in 1965 a greatly expanded and far

more integrated response was contemplated, with emphasis on

x

~
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expanding enrollments, faciliites, ~ and .teachers. New
construction was facilitated by é 1967 New Jersey Act providing
for area vocational-technical schools. \

With passage of the Vocationai~Edu¢ation Amendments of 1968
(Public Laé 90-576) further resources and a firmer Aﬁandate for
performance feil to the states. However the problems of
manaéement, and particularly coordination, had become
exponentially more complex from 1963-1968 with the proliferation
of Federal, local, and private efforts at vocational traininé.
Thus the 1968 amendments required a review of possiﬂ?e
duplication, and - almost assuming that some was inevitable -
reports on the extent of such duplication. While we.méy regard
a certain amount of waste as inevitable in a democracy, the
obligation of those managing state vocational education programs
was and is to filter out the maximum amount of dupliéation.

In ?his era of rising interest in vocational education and

its expanded program and management responsibilities, the

necessity of viewing developments over a longer period has led to

- several planning efforts in New Jersey. The most extensive of

these was the work of the Study Area Committees for.a Master Plan
of Vocational Education in New Jersey through 1980. Viewing the
vocational education program from the perspectives of philosophy
and objectives, research and evaluation, cu;riculuﬁ and programs,
facilities, finance, quidance and personnel service%, teacher
needs and preparation, organization-administration—léadership,

and public information, these committees produced a body of
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material highly relevant to building the elements and ingredients
of the planning system contemplated by this reﬁort. As may be
inevitable with sub-committees formed to study 'a particular
subject, implementing the totality of recommendations would have

required an enormous expenditure of resources. Thus a Plan for
i ——

N

Action summa:féing and selecting among these recommendations was

prepared by the Division staff. 1In the development of the full
Planning System the Division could use to advantage the ample
factual and philosbphiéal discussions contained in this excellent
series of reports.

In sum, within a short period of five years the Division of
Vocational Education has beeﬁ confronted with a virtuval
revolution in purposes and considerable growth in the rescurces
to achieve those purposes. Duéing this period the policy-making
personnel in the Division have been'pressed simply t¢ administer
the emerging revenue sources in such a manner as to meet Federal.
requirements and keep the dollar flow between Federal-state-local
educational agencies moving.

The Ifollowing section is an. attempt to characterize the
decision-making processes, information systeﬁs, and financial
management systems as they presently exist -‘in the Division.
Considering the divergency among the bureaus within the Division
and among the programs administered by these bureaus, general
statements on organizational aﬂd management dimensions are always
tenuous. Yet these notio?s are central to the discussion of the

perceived need for a planning system which conclude this chapter,




and to the general design considerations which are explained in

Chapter III.

General Examination of Exjsting Decis;og-Makigg Processes,

Information Systems, and Financial Management Systems

&4

Since early September, 1969 the operations and activities of
the Division and the entiigﬁkgocational ‘program have  been
reviewed. Interviews hav&y be;n conducted with Division staff,
focusing on application pr@besses and funding decisions.., 1In
addition, (1) stateménts of Division policies and procedures, (2)
repoxrts of thé Committees on the Master Plan for Vocational
Educatién, (3) the three-part state plan for P. L. 90-576, (4)
the comprehensive 1list of forms used within the Department, (5)
relevant cooperative agreements between the Division and a
variety of public and private agencies, (6) all federallstatutes
under which the Division operates, and (7) pertinent financial
and budgetary doc;ments have been reviewed. As an example,
considerable attention was given to the application process now
being employed for ;. L. 90-576 and an illustrative computer aid
was designed to assist in fhis review and selection process.

Our fundamental purpose has been to understand the decisions
made within the Division, without assuming that these decisions
could be accommodated within the EPPB System or that they

required some pre-determined computer hardware. Nor were.

decisions treated abstractly in an attempt to identify the full

/
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range of forces bearing on the official making the decision. Our
focus has been on resource allocation decisions and the
dimensioﬂs over which such decisions are made. Resource

decisions were examined in each of the bureaus to assure that the

generalized planning system incorporated, aS nearly as ‘possible,
all the relevant components of each bureau's practices.

Decision-Making Processes. This description of Division

decision-making relates solely to issues of programs and the
funding of programs; decisions on " other matters such as
administrative procedures and the content of these decisions, have
not been considered. Decision-making in the Division may be
characterized as (1) revenue source specific, (2) diffused
through several 1levels of the: organization - including the
Assistqyé Commissioner, bureaus,‘offices, and program units and

(3) réactive to application processes and local educational
%

. agerncies.
-ager

e

«// Decision-making within the Division of Vocational Education ;
is first revenue source specific, that is, decisions are largely :

made in the context of a particular revenue source. The funding

is quitg complex, which reinforces this tendency to make %
deicisons in the context of single revénue sources. In the body
of our recommended planning system we have identified six
continuing Federal sources which provide funds for the Division:
(1) Vocational Education Amendments of 1968 (Act 90-576), (2)

Civil Defense Education Act of 1950, (3) Manpower and Development

and Training Act Amendments of 1969, (4) Social Security Act
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Amendments of 1967 (WIN), (5) Adult Basic Education Amendments of
1966, Act 89-750, and (6) Veterans Administration. On the sState
side are the Division budget and a variety of grants-in-aid. In'
addition there are a small group of non-continuing Federal
sources, such as the Economic Development Act which fund special
projects run by the Division. These are discussed in
considerable detail in the explanation of the General Design of
the planning system.

Generically we can identify four types of revenue allocation
and project selection decisions: (1) allocation of Federal funds
and State categorical grants to specific 1local educational -
agencies; (2) allocation of Federal funds to state agency
operations; (3) allocation of funds to State operations; and (4)
allocation of non-categorical State grants-in-aid across LEA and
State programs and projects.

The point being made here is simply that decisions
concerning the a}location of resources t; local educational
agencies, state-operated facilities, construction projects, and
other program delivery agencies are now being considered one
source at a time. As a result the conclusion of our analysis was
that the individual revenue source was the unit around which
planning should take place.

In the process of our analysis several alternative units
were examined; (1) the bureaus and other organizational
separations within the Division, (2) traditional programs such as

health occupations, distributive education, -and industrial arts,
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(3) %eographic or areal divisions of the State, and " (4) even
clie;ts served:" But in view of the prevalence of application and
grant processes and the highly varied time periods over which ?ﬁe
administration of vocational grants occurs, crgatind'a system of
Division-wide planning seemed possible only by using each single
revenue source as a unit of anaiysis. And ohlg by uﬁderstanding
planning for tﬁe individual revenue sources could the higher
level planning system for the Division. be developed.

The second characteristic - the reiatively diffused nature
of the decision-making - is in part a result of the diverse
responsibilities in deciding on instructidp and construction
projects. Where an associate state director or bureau . head has
the sole responsibility for a single revenue source, decision-
making is less diffqged. Howéver, several directors or bureau
operations are éommégiy involved iﬁ resource allocation
decisions, thus creating a further reason for a' higher 1level
planning system. |

The Division'h application process for P. L. 90-576 -
including the flow diagram of the application evaluation process,
the criteria for evaluating project proposal, the guidelines for
such applications, and factors entering the final selection
decision - provides a good example. In reaching a decision on
projects to be funded, both the merit of the application and the
merit of the local educational agency, (the lgst in terms of such
factors as drop-out rates and unemployment) were considered.

Moreover the considerat.on of the applications, though under
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Ancillary Services, required participation from program personnel
in several bureaus.

fhe AssiSéant Commissioner of Vocational Education exercises
control over the polic1es of each of the major braﬁches and
individual bureausﬁgi‘tﬁx Division. But, in part because of the
diffused nature of decision-making, this control does not emanate
from previously established and enunciated Division-wide policy:
the control seems to stem from immediate preferences for certain
activities of that bureau or program unit for the next fiscal
year. |

A final, and somewhat more limited, characteristic of the
Division's decision-making' on resource applications. 1is the
tendency to be reactive to application processes and to the
requests of local educational agencies aq@ ognef\ grant éeekers.
No matter how careful the screening process ;n making grants, the
combination of programs and projects ultimately funded may not be
meeting the needs of the State of New Jersey as defined by the
Division of Vocationgl Education. This is not to suggest that
the totally -centralized approach, whereby some states simply
decide the dimensions of the programs and fund without benefit of
local applications, is desigable. The point ig that if a stéte.
as' part of its planning process and through its poliéy-making
boards does establish certain objectives (and priorities among
these objectives), achieving those objectives becomes the
paramount goal of operating officials; if these objectives cannot

be met by some manipulation of the funding requests that are
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forwarded to the Division, then the state agency should have the
option of promoting and soliciting additional instructional and
construction projects to accomplish the objectives. Such an
option is built into the planning system as formulated.

Information Systems. Inadequacies in the information

system, according to Division officials, constitute a major
weakness in its administration. The information system of the
Division fundamentally serves to meet formal and informal
reporting requirements Sf Federal, state, and private sources of
funds, and to permit evaluations of the effect of vocational
education programs. With the increase in the number of revenue
sources both reporting and evaluative requirements have vastly
expanded.

Before describing some of the flaws in the existing
information system it is important to emphasize the close
relationship between information and program evaluation systems.
Total evaluation of state vocational education programs requires
an information system that supplies data about program results,
a continuing determination as to whether the information system
| is contributing data useful for evaluation, and the presentation
of data required in a format that assists in the evaluation. The
description of the "Vocational Education Information System"
prepared by the Federal Electric Corporation concludes that with
such a system "current nationwide quantitative and qualitative

analysis can be made and the results used to revise and expand

training programs...". Information systems must provide all the

-62~
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data needed for evaluation; yet if information is béing produced
that is not wused in the Division's evaluation or in the review
and evaluaiton decisions of other agencies to which data is
reported, then some revision is necessary. Information and
ev ' tion systems are inseparable.

Division officials characterized the przsent data gathering
process and instruments as rigid and requiring overhaul,
pafticularly in eliminating requests forvdata that was not used
in Division ’decision-making. Other tcri.ticisms included the
following: (1) informal requests for information from other
levels of government that required collection and aggregation of
data in a manner different from the formal reporting réquirements
were extremely difficult to meet; (2) the system is solely
oriented to reporting program dimensions and not to producing
informationgon which forecasts of future conditions and program
parameters could be based; (3) maintenance of the reporting
system as representing by - existing forms requires an

extraordinary effort; and (4) in general, the expenditure of

energy required to locate, aggregate, and organize information is

so extensive for all the above purposes that it discourages key

evaluation questions from being raised.

Division officials also recognized a distinction between
information which passes from 1local educational agencies and
other units to Federal or foundation sources of funds, and that
information which the Division employs for evaluation, control,

and as a basis for related management decisions. A data
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collection system to meet both requirements is recommended by the
Division's officials in the Plan for Action; the Plan proposes
that improvement ®...be achieved by (1) conversion to automatic

data processing and (2) the establishment and development of a

planning, programming, and budgeting éystem." This discussién_

recognizes that an information system can only appropriately be
developed in conjunction with a total planning system and not on
the basis of gathering data for some vague notion of what may
conceivably be relevant to all possible future decisions.

With this background, certain preliminary judgments can be
made on the extent to which the Division's information system
provides data for decision-making; in the context of the Planning
System presented in Chapter I thesé.decisions should include
development of forecasts and program evaluation as to whether key
objectives expressed by indicators are beihg achieved. .beblems
exist in the current information system oﬁ both these dimensions
and include the following:

-there are real computational difficulties in ﬁtilizing the
information now available from a variety of reporting and
application requirements.' The format in which much of this
information is available does not facilitate analysis or
understanding and requires manipulation and representation.
Again, the "Illustrative Computer Aid to Vocational
Education Application Review and Selection Procedure®” is an
example of a tool to overcome some computationél questions

in the P.L. 90-576 application 'process; however this
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difficulty is by no means confined to this“single revenue

source.

-the Bureaus within the Division curféntly acquire much
information which is not uniform and/or compatible across
revenue sources; to move toward a comprehensive integrated
Division planning system will require definite change in
this situation.

-at present there is only a 1loose connection between the
Division's management objectives for each revenue source and
the information gathered on program performance.

-the existing information system for almost all present
revenue sources permits only sequential attention as opposed
to simultaneous consideration of constraints and objectives.

-there is a lack of information concerning the impact of
vocational programs on local educational agencies staff and
space needs, again with no total wview cutting across
sources.,

The present information system, in summary, is adequate to
meet the formal Federal reporting requirements but has
deficiencies in responding to significant informal requests and,
most critically, in providing the basis for an evaluation systeﬁ
for state vocational education.

Financiélhnanagement. Financial management is treated in an
extremely narrow sense in this discussion. The concern is with
the structure of the financial deéisions and how these decisions

relate to planning, not with traditional financial control
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functions. Inter and intra governmen£a1 fiscal transfers and the
latitudes left for Division decisions are the center of
attention, not the requirements of financial reporting and record
keeping. Thus the Planning System presently cqntemplates no
changes in any aspect of financial management and control
practices, with the present timing of planning for existing
revenue sources being accepted as given in the discussion of the
Planning System in Chapters III and IV.

In this 1limited context certain statements concerning
Division financial management can be made. First, 'the vivision
is involved with management of a considerable number of
continuing and non-continuing sources of funds (several have been
mentioned above, all sources are presented in Chapter 1III);
second, fhe degree of control exercised over the use of funds
varies considerably according to the basic law of each funding
source; and third, where the Division administers the law, as
with P.L. 90-576, it decides the content of the program, but
there are numerous instances where 4the basic degisions about
cliénts and areas to be served are made by other governmental
agencies, though the subsequent management 'and operations are
handled by the Division. The crucial question for each revenue
source, then, is the extent to which the Division controls the
content of decisions concerning the use of funds for various
revenue sources. |

As noted above, the control over financial transfefs to

local educational agencies is virtually complete in the
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Vocational - Education Act. But there are a variety of other

arrangements. Manpower Development Training Act (MDTA) and erk
Incentive Program (WIN) funding decisions are made principally
in the New Jersey State Departments of Labor and Industry and
Welfare. While the Division of Vocational Education maintains
the record of grants and supervises the operation of programs
funded from these sources, decisions about which New Jersey
counties will be served, which manpower programs will Dbe
supported, and related matters are decided by the other State
agencies. Another instance is the categorical grants . made
through Adult and Continuing Education which are on a
reimbursement basis, where the reimbursement or state. grant is
automatic with no decision options; programs run on this basis
include adult literacy, foreign born residency, and supervisory
costs for adult vocational technical educatibn. ’

Certain additional tendencies do exist in the financial
management of the Division which require brief mention. Foremost

is the tendency to separate the planning of the Division budget

and grants-in-aid from the planning of tge activities connected

¢ -’

with Federal‘ revenue sources. And given the uncertainties
associated with both Federal and State revenues, there is also
the inevitable result tha} planning of expenditures must téke
place without knowledge of the funding situation.

Basically the financial management system, with its numerous
Federal reporting and financial requirements, acts as a clear

constraint on the Planning System in two regards: (1) as noted
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above, the timing of the. planning for each revenue source is
dictated by the vagaries of financing, and (2) financial and
program respongibilities around a particular revenue source are
often split between the Division and othef Federal or Qtate
agencies, making forecasts and other aspects of planning
problematic. In developing the Planning System for the Division
these constraints have been accepted, though some modification in
administrative practices might be considered in its

implementation.

The Need for Developing and Implementing a
Vocational Educational Planning System

Before undertaking the development of a comprehensive
planning system for any public ot private activity it is entirely
legitimate to ask - is there a need andWoes that need merit the
investment required? In a governmental pro@%ﬁp like wvocational
education there is an entirelg@natﬁrQinééndehcy to channel new
financial resources directly into programs for the immediate
benefit of the considerable range of potential cliégts. But the
crucial question remains, what will be achieved by these
programs, and why is planning required? The answer has both an
external and internal response, the first a matter of the place
of State vocational traihing efforts among other manpower

training efforts, and the second whether that program or programs
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is contributing to the achievement of objectives established by

the Division.

External Factors bearing on the Need. A 'national shift in

priority given to vocational and occupational training has
occurred during the 1960's. Emphasis on the disadvantaged as
clients and on the urban areas as having unmet vocational needs

has introduced a critical management dimension. The economic and
¥ .
OVEr€§nes of the service have brought a web of often

emotional A
ey

conflicting efforts from Federal agencies, businesgs and corporate
activity, unions, non-governmental anti-poverty efforts,' and
state-sponsored or financed vocational training. \Duplication,
overlapping, and unproductive expenditures are cléarl a concern,
but at this level eliminating such waste of resource becomes
exceedingly complex, involving both intergovernmental and public-
private questions.

Yet there is a requirement for comprehey%ive
services, and for overall direction of an unwieldy aggregation of

programs. Such efforts as CAMPS - the Cooperat Area Manpower

Training System - can help to bring iﬁﬂéﬂélder out of this
confusion. But a fully opefational planni;g system for state
vocational education could also have, a highly beneficial tendency
toward program coordination. The pressure for vocational
education is sufficiently great that it would be foolish to argue
that a unified £hrust should be achieved at the cost of

eliminatings programs of training, from whatever source. No one

argues,”mofébGer, that the range of programs provided by the New
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Jersey Division of Vocational Education, despite increased and
increasing resources, could accommodate the totéi demand for
vocational education even recognizing that the demand is not
unilateral and can be influenced by governmental policy.

How then could the state plan serve to facilitate
intergovernmental and interagency vocational planning, thus
getting at? duplication of effort? By making operational a
planning s&stem, the Divi .aon of Vocational Education can readily
identify those objectives which it expects to achieve over a
given period of time; the Division can also indicate other
objectives which it believes to be legitimate but has not l_)eeno
able to fund because of revenue, personnel, space. or other
constraints. There is no requirement that other Federal or
private agencies would have to accept the objectives and
priorities formulated by the Division, but only that they
recognize the commitment of the State to achieve certain
specified objectives. These agencies would not then undertake

training in the same occupational field wunless (1) the State
- : Q
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objective was for various reasons understated or (2) interim

reviews suggested that the State would not achieve the objective

‘within the present allocation of resources and could not commit

G

anything further to the project.

Let us use the health occupations as an example. Assume
that the Assistant Commissioner and The State Board of Fducation
have agreed that the primary objective for the coming two years

is to produce a defined number of paramedical and health
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personnel and have them available for employment in March-July,
1972. (The objectivé would have been derived from an
occupational requirementé forecast predicting such shortages as
to cause a high priority rating for this effort.) The staff of
the Division would examiﬁe all revenue sources in their annual
planning cycle to determine which could contribute to fillin§ the
objective of say, 1350 health occupations personnel in various
skill, categories. Since health occupations and paramedical
personnel would be given top priority we can assume that the
Division would have sufficient funding resources. For the  sake’
of the example let us also assume that the Division would receive
sufficient applications for funding that were designed to train
personnel in the health occupations field. (Under the

recommended Planning System if there were insufficient

applications, the Division would promote them.)

With the applications funded, the Division could disseminate

. o A Ty A gt e T o

its New Jersey sState Plan, indicating, that among  other
objectives, the training of the 1350 health personnel would be ;
accomplished prior to July, 1972. When made available to other ) §
agencies contemplating occupational and ﬁgnpower training, they
would have a basis for investing in a training effort not
contemplated by the Division's Plan unless such agencies had a
rationale for feeling that (1) the 1350 underestimated the actual
need for health professions pefsonnel, (2) the progréms funded
would not produce the necessary personnel, or (3) the demand %

among the potential clients for health training was so great as é
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to merit providing the education despite potential placement
problems,

Thus a comprehensive, integrated State planning system for
vocational education is necessary in order to coordinate state-
administered vocational education efforts with other continuing,
non-continuing, and emergency vocational education programs such
as the Job Corps, anti-poverty efforts, regional manpower
systems, other Federal manpower activiﬁies, union
apprenticeships, and an assortment of private groups.
Duplication, overlapping of responsibilities, and associated
waste must be eliminated not because it is waste per se, but
because the opportunity is thereby lost to invest resources in
the training of other people much in need of this training.

Eliminating external duplication of effort is a far more

difficult job than monitoring the Division's own funded programs
to assure that overlapping does not occur.

Internal Factors bearing on the Need. The need for a total

planning system rests broadly on two overall factors, first the
necessity of - continual compliance with a variety of planning,
programming, and budgeting requirements in the basic law of each
revenue source funded or administered by the Division, and second
the vital importance of a total Division-wide policy to manage

the complex decision-making processes, information system, and

financial management aspects of vocational education resources.-

Compliance with Federal and state legal requirements is

self-explanatory. Yet when compliance involves assuring that a
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certain proportion of funds be directe”? to the needs of
particular client groups, the strain on planning and management
practices is considerable - particularly if combinations of
applications are tested as to compliance with client constiaints.
When geographical considerations, the merit (on economic
dimensions) of various local educational agencies, and ‘avoidance
of duplication are added to client-recipient considerations, the
computational advantages in an automated planning system are
enormous. These advantages are further compounded when current
practices are an outgrowth of an earlier era of limited proérams
and funding.

The importance of a Division-wide policy is established by
all the considerations outlined above which suggest how
inordinately complex the management of vocational education
programs has become, given expanding resources both for
vocational education and other manpower training efforts.
Aspects of this complexity include (1) the multiplicity of
continuing and non-continuing revenue sources, (2) the fact that
the management of a single revenue source may involve numerous
bureaus below the Associate State Directors of Instructional
Services, Administrative Services, and Ancillary Services, (3)
the broad range of activity and client types, (4) the
responsibility of responding both to local educational agencies
as part of appiication processes and to Federal and state
agencies in administering various revenue sources, (5) the

critical difficulty of developing an information system which
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will serve the entire Division for both reporting and program
evaluation, (6) the varying time beriods over which revenue
sources are planned and operated, (7) the need to forecast
changing client needs, client location, and skill requirements
throughout the State and in particular areas, and (8) achieving
management continuity by explicitly stating the priorities and
assumptions under which the Division, the Associate Directors,
and Bureaus have been operating. This complexity also resalts
from the way management is perceived, that is, the shifting
orientation of the Division, under the present Assistant
Commissioner, from the single dimension of program growth to the -
multi-dimensional concerns of program evaluation, trade-offs
between programs, and long range planning.

In sum, a planning system is required to provide continuous,
comprehensiﬁe, and integrated management within the Division:
continuous because a planning system would replace the
intermittent examination of single revenue sources with periodic
reviews of overall Division policy; comprehensive beca&se the
planning system would embrace all revenue sources ménaggd or
administered by the Division; and integrated because the planning
system procedures would permit examination of each revenue source
in the context of all activities designed to achieve Division-

wide objectives.




Chapter III

GENERAL DESIGN CONSIDERATIONS

The Administrative Decision-Making Process of the Division

The decision-making or decisioning process of the Division
involves several distinct but interrelated types of decisions.
First, strategic or pianning decisions must be made regarding the
objectives of the Division oxr changes in these objectives; the
resources required to obtain these objectives; and the policies
that are to govern the acquisition, use and disposition of these
resources. Second, mwmanagement decisions must be made to assure
that the resources are obtained and used 'effectively and
efficiently in the accomplishment of the Division's objectives.
Third, operations decisions must be made to assure that specific
tasks are carried out effectively and efficiently.

The planning decisioning procese is future oriented, that
is, it is concerned with connecting present -decisions toh the
attainment of desired future obje;tives. This process, ideélly,
embraces all resources involved in the attainment of these
objectives. To put it another way, the proéess strives for
comprehensiveness and is meahs—ends oriented. Therefore, the
planning decisioning process not only requires past and present

data, but also is dependent upon techniques that will forecast
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the future based on these data. In addition to forecast

N
~

procedures the planning process also maké§ extensive use of
analytical procedures for diagnosing whether or not a problem
exists and what may be the probable cause of that problem. Data
used in the 1latter analysis are gathered through the use of

formalized monitoring and evaluation procedures.

The process of making management decisions involves the
programming of approved objectives in terms of specific programs
and projects; the—establishment of organization units to carry
out the approved programs and projects; the staffing of these
units; and the procurement of necessary resources. The decisions
are generally spread over the entire fiscal year. They can also
be found in that portion of the planning process that deals with
the design of programs and projects. Ideally, management
decisions form the 1link 'between the objectives made in the
planning process and the programs and projects undertaken by the
Division. The management deciéioning process also requires the
usetof past and present data and the ability to analyze these
data and make forecasts of the future. fhe analytical and
forecast techniques employed in the managemeq} decisiohing
process, however, differ from the related techniques emplsyed in
the planning process and, hence, have their own specific daéa
requirements.

Because the gperation decisioning process is primarily

concerned with assuring that specific tasks are carried out

effectively and efficiently, the decisions growing out of the
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process tend to predominate during the day-to-d.y operations of
the Division. These decisions are concerned with such things as
monitoring and evaluating programs and projects, professional and
non-professional position controls, restrictions on transfer of
monies, and so on. The purpose of these decisions is to assure
adherence to predetermined standards and to assure propriety in
the use of assigned resources. The operation decisioning
process, as in the case with the two previously discussed
processes, also utilizes past and present data. These data are
gathered through the use of.fofﬁalized monitoring and evaluation
procedures. The data gathéred during the operation decisioning
process provide important inputs to the planning and .management
processes.

The Vocational Education Planning System outlined in this
report is primarily concerned with the planning decisioning
process and only secondarily concerned with the management
decisioning and operation decisioning processes. Thé latter two
processes are dealt with when they are inextricably interwoven
with an element of the Planning System. The Planning System will
contain hata and information files and related report generation
procedures, forecast procedures, indicators, and planning

[

procedures.
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The Need and the Proposed Planning System
. ‘n\_"m\f /

As stated in Chapter 1II, the Division of Vocational
Education requires a- continuous, comprehensive, and integrated
planning system -- a system that “embodies the best of proven
modern management techniques. The Division is currently
administering a highly complex, broad—guageg program, that is
funded from eight continuing revenue sources and innumerable non-
continuing or special revenue sources. Each of these sources
requires its own planning cycle. Decisions concerning the
allocations of revenue from one' source are frequently
inextricably related to past and future allocation decisions Of
other revenue sources. The press of time and the amount of
administrative detail required to complete each revenue source
planning cycle creates a situation in which resource allocation
decisions are made without the benefit of sufficient data or
adequate analysis.

The Vocational Education Planning'System proposed in this
repoft will provide a formalized, sequential process that will
function continuously throughout the Division's fifteen month
planning cycle. This process will provide the framework within
which the decisions concerning a specific revenue source can be
made within the context of the total operation of the Division.
The results of the evaluations of previously approved programs

and projects will be utilized in the planning process. The

backbone of the planning process will be the indicators -- the
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main link between the evaluation of the Division's operation and
the planning decisions concerning changes in these opgrations.
A series of formalized forecast procedures will also be provided.
The forecast, evaluation and planning procedures and the use of
indicators will be dependent on the development of an effective
data and information base and its related report generation
procedures. This data base and the report generating capability
will also be wuseful in management and operation control
functions. The a 11:} to satisfy the internal and external
information requests outside the planning process will be éreatly
enhanced.

Multi-year plans and, where nécessary, annual budgets will
be produced for each revenue source by the Planning System during
each planning cycle. 1In addition to these plans, comprehensive
multi-year plans will be available for the entire Division at
periodic intervals ‘during the Division's planning cycle. The
information and data in these plans will flow into the Department
of Education's Planning-Programming-Budgeting System. Policy
decisions made at £he Department level will be communicated to
the Division where appropriate change: will be made in the
Division's plans. These changes, in turn; will be relayed back
to the Department for use in its planning process. Thus, many
links will be formed between the planning system of the Division

and the planning system of the Department.h
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Revenue Sources, Activity Types, and Financial Constraints

One of the major specifications established by the Assistant
Commissioner for the Vocational Educati?n Planning System was the
requirement that the Planning System be capable of handling .the
planning for all continuing and non-continuing revenue sources.
For this reason a careful study was made of the revenue sources
administered wholly or in part by the Division. This study lead
to an examination of the activity types funded by each revenue
source, and the financial constraints associated with these

sources. The results of this study are contained in this

section.

Revenue Source

» DRt

The revenue sources controlled by the Division af%ﬁdééi%edx
from Federal, State and local tax sources as well as from p;ivate
profit and non-profit organizations. The following"federal
sources are used to fund continuing operations of the Division:

1. Vocational Education Amendments of 1968 (Act 90;576),

2. Civil Defense Education Act of 1950,

3. Manpower Development and Training Act Amendments of

1969,
4. Social Security Act Amendments of 1967 (WIN),

5 Adult Basic Education Act Amendments of 1966 (Act 89-
750), and

6. Veterans Administration.
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Federal sources are also used to fund special projects of the
Division. These sources when used in this manner are considered
as non-continuing sources of revenue. Some of these sources are:
1. Vocational Education Act Amendments of 1968, Title 1II,
: 2. Economic Opportunity Act -- ERéngential Manpower
Center,
3. Ecomnomic ﬁevelopaent Act --"Project ébED,
4. Economic Development Act -- SEED Projects,
5. U. s. Public‘éealth Service (PL-90-174) -- new caree=s

in heg}th. and

j 6. Vocational Act Amendments of 1968 -- funds to support
the development of ‘a |preliminary design. for a New
Jersey Vocational Educatiqn Planning System.
The State provides a number of grantsgin-aid to the Division for
) the support of various vocétidnal, é%%hnical ang adult education
programs. These sources are:
1. Vocational Education Basic Grants (Acct. #500-158-801),

2. Work study Program (#500-168-801),

3. Technical Education (Acct. #500-157-801),
L. General Adult Education -- supervisors (Acct. #500-163-
1 : 8otv), .
5. Adult Literacy (Acct. #500-163-802),
6. Evening School for Foreign Born (Acct. #500-154-801),
7. Adult Vocational-Technical Education (Acct. #500-150-
801),

8. Chapter 121, Laws of 1967-1968 and Chapter 13, and




B

9. Manpower Development and Training (Acct. #500-169-
801).

The Division also derives state funds for its operation from the

allocations approved for its portion of the State Department of

Education's Budget. These monies are utilized to support the

regular operation of the Division and the Department of

Vocational Technical Education at Rutgers, The State University.

Local revenue is derived from two sources: (1) the portion
of the 1local education agencies' share of the State Basic
Foundation Grant that is to be spent cn vocational education and
(2) the local education agencies' tax effort. . .

Revenues are also derived from business and industry and
from foundations for special projects.

The Assistant Commissioner of Voc tional Education, his
staff (Deputy Assistant Commissioner /an the three Associate
State Directors), and the sState Vocat;onal Education Advisory
Council are involved in different degrees with the decisions
concerning the allocation of all the above revenue sources.

In summary, the Planning_System must aid the allocation of
revenue from all the above revenue sources. Moreover, even
though sources of revenue may be different (Fedéral, State, or
local) . and even though the use of revenue sources may be planned
at different times during the year, the Planning System must
recognize that overlapping activities are funded by different

revenueé sources. At several times during the year, a total view
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over the plans for all revenue sources must be achieved to avoid
dQuplication of effort and to fill in gaps in activity.

Revenue Sources and the Bureaus. The revenue sources

administered by the Division's Bureaus are briefly discussed
below:
1. Bureau of Special Needs and Cooperative Programs
a. Federal revenues -- Vocational Education Act
Amendments of 1968 (Parts B, G and H) and monies
to pay proportion of state administration and
supervision costs.
b. State revenues -- Grants-in-Aid (Basic Grant and
Work Study) and Division Budget.
2. Bureau of Program Service
a. Federal revenues =-- Vocational Education Act
Amendments of 1968 (Parts B and F) and monies to
pay proportion of state administration and
supervision costs.

b. State revenues -- Grants-in-Aid (Basic Grant and

Technical Education) and Division Budget.

3. Bureau of Adult and Continuing Education
a. Federal revenues -~ Vocational Education Act
Amendments of 1968 (Part B), Adult Basic Education
Act Amendments of 1966 (Parts C, and D), Social
Security Act Amendments of 1967, cCivil Defehse

Education Act of 1950, and monies to pay
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b.

proportion of state administration and supervision
costs.

State reverues =-- Grants-in-Aid (Basic Grant,
General Adult Education - Supervisors, Adult
Literacy Program, Foreign Born Residency Program,
and Adult Vocational-Technical Education) and

Division Budget.

Bureau of Area Vocational-Technical and Private Trade

and Technical Schools

Ade

Federal revenues -- Vocational Education . Act
Amendments of 1968 (Part B), Veterans
Administration, and monies to pay portian of state
administration. and supervision costs.

State revenues -- Grants-in-Aid (Basic Grant,
Chapter 121 -- Laws of 1967-68, ana Chapter 13)

and Division Budget.

. Bureau of Management Services

de.

k.

Federal revenue -- Monies to pay proportion of
state administration and supervision costs.

State revque -~ Division Budget.

Bureau of Professional Services

d.

}\

Federal revenues =-- Vocational Education Act
Amendments of 1966 (rPart B) and monies to pay
portion of state administration and supervision

costs.
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b. State revenues -- Grants-in-Aid (Basic Grant) and
Division Budget.
7. Bureau of Occupational Research and Development
a. .Federal revenues =-- Vocational Education Act
Amendments of 1968 - State allotment (Parts B, C
and D), Vocational Education Act Amendments of
1968 - U. S. Office of Education (Parts, C, D and
I), and monies to pay portion of state
administration and supervision costs.
b. State revenues -- Grants-in-Aid (Basic Grant). and
Division Budget.
8. Bureau of Urban Occupational Education and Manpower
Training |
a. Federal revenue =-- Vocational Education Act
Amendments of 1968, Manpower' Development and
Training Act Amendments c¢f 1969, Social Security
Act Ameiidments of 1967, and monies to pay portion

of administraiton and supervision costs.

e

o8
b. State revenues -~- Grants—-in-Aid (Basic Grants and

Manpower Development and Training) and Division
Budget.

The eight continuing or majox revenue sources administered
by the various Bureaus within the Division are shown on Table
IXI-A. All eight Bureaus are involved in the administration of
three of the revenue sources -- Division budget, State-Grants-in-

Aid and Vocational Education Act Amendments of 1968. The rest of
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the revenue sources are jointly or sepérately administered by the
Bureau of Adult and Continuing Education, Bureau of Area

&

Vbcational—Tgchnical and Private Training and Technical Schools,
énd ”gureau of Urban Occupation Education and Manpower Training.

'The Planning System must contain provisions fer involving
all Bureaus who share in the administration of a given revenue
source 'to share in its planning. Because a Bureau administers
more than one revenue source, the Planning System must be so
designed that Bureaus can separate their different planning'}oles
throughout the year. Moerover, at several times during the yea;,

the Planning Sysﬁéh must also. allow each Bureau to obtain a total

view of all the funds from all the revenue sdurces it

administers.

N

Special Revenue Sources by Project. In addition to the

continuing revenue sources which are used to support the
continuing operations of the Division, a number of non*continuing
revenue sources are tapped from time to time to support special
projects. The following is a partial listing of these revenue
sources and the projects they support:

) 1. Economic Opportunity Act -- New Jersey Residential
Manpower Training Center, Project COED, LEA
construction projects;

2. Ford Foundation Grant -- Technology for Children;
3. U. s. Pﬁblic Health service (PL-90-174) -~ Newark New

Careers in Health;
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Manpower Development and Training Act Amendments of

1969 -- SEED Projects;
Adult Basic Education Act Amendments of 1966 - Project
309; and

Multiple revenue funding -- Newark Skills Center.

<

The Division's operations are subdivided among five

categories

of activities: Instruction-General, Instruction-

Occupation, Work Study, Facilities, and Ancillary. The following

is a list of the activity types by category:

1.

Instruction-General

a. Elementary - "Awareness of Vocations and World of
Work"

b. Adult - Basic

c. Adult - General

d. Civil Defense Education

e. Occupational Orientation

f. Homemaking and Consumer Education

Instruction—Occupation‘-f this category contains 72

activity types (occupations within levels and within

student types).

a. Student Types «-- Regqular, Disadvantaged, and
Handicapped é

b. Level -- Secondary, Post-Secondary and Adult

c. Occupatiorn -~ Specific -- Agriculture, Office

Occupations, Distribnative Education, Health

S2IRE L 1S Ay
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Occupations, Vocation-Industrial Occupations,

Technical Education and Home Economics

Occupations.

3. Work Study

2 4. Facilities

a.
b.

C.

d.

e.

f.

Specialized High School

General Comprehensive High School

Area Vocational-Technical School

Skills Center ’

Post-Secondary -- Two Year Colleges and Four . Year

Colleges and Universities -

Residential Center

¢ 5. Ancillary

Ade.

f.

ge.

Vocational Guidance Counselling and Career
Development

Research and Evaluation

Teacher Recruitmen;, Training and Certification
Curriculum and Instructional Media Development
Program Development, Evaluation, Supervision and
Admiristration

Management and Planning Service -- Division 1level

Information Accumulation and Dissemination

The activity types and the revenue sources that provide

funds for each type are shown on Table III-B. An examination of

8

this Table reveals that a heavy concentration of activity types

can be found under the following revenue sources: State Grants-

-89-
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in-Aid, Vocational Education Act Amendments of 1968, Manpower
Development and Training Act of 1969, Social Security Amendments
of 1967, and Adult Basic Act Amendments of 1966.

The Planning System must accommodate the fact that more than
one revenue source may fund the same activity type. Because of

this overlap in the funding of activities, the Planning System

must prdéuce a total view across all revenue sources several

times during the planning cycle. Decisions about the use of a
.

revenue source for activities may then be made in the context of

what other revenue sources will be spending for the same oOr

different activities.

Financial Constraints

Two kinds of constraints on the operation of the Division

form part of the input to the planning process:
1. Decisions made within the Division by the Assistant
Commissioner and -his staff in consultation with the
Bureau heads regardingﬁthe establishment of priorities
for the Division apd thekalloéation of its resources to

achieve these priorities.

2. Decisions made outside the Division by local education

agencies and ’'State - and Federal authorities that

restrict the Division in the establishment of its

priorities and the allocation of its resources to

achieve these priorities.

- -9~




These constraints may be "hard" or "soft", i.e., for all

practical purposes some act as ccnstraints while others are more

flexible. These constraints will be specified during the

detailed designing of the Planning System. Constraints will be

drawn from such areas as:

¢
[

1. Statutory and regulatory requirements;

2. Revenue sources;

3. staff characteristics and availability;

4. Students characteristics;

5. LEA and area characteristics;

6. Plant -- space available; and

7. Availébility of supplies, materials and equipment.

The preliminary design work leading up to the writing of

this report, however, has uncovered a number of significant
<

financial constraints relevant to three Federal revenue sources:

Vocational Education Acts Amendments of 1968, Manpower
Development and Training Act Amendments of 1969, and Adult Basic
Education Act Amendments of _—=15¢86. 'Thg following is a list of

these constraints:

1. Vocational Education Act Amendments of 1968
a. Part B

- (1) Percent of allotment for vocational education
of a disadvantaged person must be equal to or

greater than 15 percent.

-95—
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(2)

(3)

(4)

- (5)

b. Part

(v

(2)

Percent of allotment for vocational education
of handicapped persons must be equal to or
greater than 10 percent.

Percent of allotment for post secondary
vocational education must be equal to or
greater than 15 percent.

State and local effort must be maintained.
State and locai matcﬂing must be equal to or
greater than 50 percent.

C

-

'

.Matching for State Research Coordinating Unit

(Bureau of Occupaticnal Research and
Development) must be equal to or greater than
25 percent.

State and local matching for other Part c
research project must be equal to or greater

than 10 percent.

C. sPart D -- no.project may exceed three years in
duration.

%. Part F
(1) Percent of allotment for ‘consumer and

homemaking education in economically
depressed areas or areas with high rates of
unemployment must be equal to or greater than

33 percent.

~96~




(2) State and local matching for projects under
Part F must be equal to or greater than 10
percent through 1972 and 50 percent
thereafter.

e. Part H

(1) state and local effort must be maintained for
work study program expenditures.

(2) sState and local matching for students' wages
in work study programs must be equal to or
greater than 20 percent.

2. Manpower Development and Training Act Amendments of
1969 -- Part B

a. Funds for training programs must be allocated on

. an areal basis as defined by the State Department

of Labor. .

b. Training and work experience programs shall be
carried out wherever possible in Skill Centers.
3.  Adult Basic Education Act Amendments of 1966
a. Part C |

(1) First priority must be given to proérams
providing instruction in speaking, reading,
or writirg thé English language for persons
at or below the fifth grade 1level of

L

literacy.
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(2) étate and local effort for vocational
education related to the purposes of this Act
must be maintained at their present levels.

(3) State and local matching must be equal to or
greater than 10 percent.

b. Part D -- Teacher training grants may not exceed
one year in duration.
The Planning System must igcbrporate forecasts of ébssible

future constraint violations so that appropriate decisions may be

taken to conform to the constraints.

Planning, Decision-Making and Report Producing Considerations

Llanning is & cyclical process. This fact 1is graphically
illustrated on Chart III-A. The Assiétant Commissioner and his
staff establish guidelines in consultation with the Bureau heaés.
The personnel of the Bureaus then conduct détailed planning in
accordance with these guidelines. Propé;ed tentative plans are
then reviewed by the Assistant‘Commissioner and his staff. If
changes are desired in the plans the Bureaus are directed to make
these changes, adjust the tentgtive plan, and communicate this
information to the Assistant Commissioner and his staff. The
process continues until a plan has been approi%d. Because of the
cyclical nature of the planningdérocess. it is imperative that a
formalized set of planning procedures be established for each

continuing revenue source and a set of generalized procedures for

-98~
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CHART TII-A

L PLANNING - A CYCLICAL PROCESS

ASSISTANT COMMISSIONER ESTABLISHES GUIDELINES
IN CONSULTATION WITH BUREAUS AND
REVIEWS TENTATIVE PLAN

GUIDELINES TENTATIVE PLAN

4

3 BUREAUS CONDUCT DETAILED PiANNING IN
| ACCORDANCE WITH GUIDELINES AND
- PROPOSE TENTATIVE PLAN




5
3

the non-continuing revenue sources. If this is not done the

decisioning and report producing flows will begin to break down.

Timing of Revenue Source Planning Cycle

The first step i
planning procedures that are to be developed for each revenue
souéce is to establish the timing of the planning cycle for each
source. Table III-C shows this timing for the present fifteen
month Division Planning Cyéle. Note that non-continuing revenue
sources have variable planning periods and therefore, are not
shown on this chart. This Division Planning Cycle is gfaphically
illustrated on Chart 1II-B. overlapping occurs among the
individual planning cycles - of the eight -continuing ' revenue
sources. This overlapping, while not serious, must be taken into
consideration in the detailed design of the Plénning System for
the Division. )

The timing of the required LEA (local %ﬂﬂgézion agency)
application processes for six continuing revenue sources is shown
on Table III-D. The Civil Defense Education Act of 1950 and the
Veteraﬂs. idministration revenue sources -do not require
applications from LEA's. The development of planning procedures
for revenue sources that permit the filing of LEA applications at
any time ‘will present special problems. Some éonstr?ints. may
have to be placed on the processing of these aéplications and

some slippage will ingvitably occur in the planning cycles of

some of the revenue sources, particularly in the Manpower
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5 TABLE I11-C

TIMING OF PLANNING PROCESS FOR CONTINUING REVEN&«SOURCES"
LR . :

[

>

PLANNING FIRST FISCAL YEAR
REVENUE SOURCE PERIOD PLANNED FOR

1. DEPARTMENT BUDGET 5/1/69 - 9/15/69 FY 71
2. STATE GRANTS-IN-AID 9/1/69 - 12/15/69 FY 71

: 3. VOC.-ED. ACT - 1968 AMEND.  10/1/69 - 4/1/70 - FY 71

‘ 4. CIVIL DEFENSE EDUCATION 12/1/69 CALENDAR YEAR 1970

] 5. MANPOWER DEVELOPMENT AND

1 TRAINING ACT - AS AMENDED 1969 2/1/70 - 4/1/70 FY 71

/ e

1 6. SOCIAL SEC. ACT AMEND. 1967  4/1/70 - 5/1/70 FY 71

1 7. ADULT BASIC EDUCATION ACT -

] AMENDED 1966 \ 5/1/70 - 8/1/70 FY 71

: 8. VETERANS ADMINISTRATION 6/1/70 - 7/1/70 - FY 71

*NON-CONTINUING REVENUE SOURCES HAVE VARIABLE PLANNING PERIODS.
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Development and Training Act Arefaments of 1969 and the Social
Security Act Amendments of 1967. Special consideration will also
be given to the planning procedures concerned with the gathering
of informal estimates® of possible applications for the four

continuing Federal revenue sources shown on the table.

Ao

Decision-Making o Sk

Planning decisions are made for each revenue source, that
is, decisions are made copcerning how these revenues shall be
expended and for what burposes. As emphasized throughout. this
chapter and in Chapter II, these decisions must be made in the
context of previous decisions and knowledge of possible future
decisions for all otheér revenue sources. For. example, planning
decisions made during the present planning cycle of the Division

for the Vogational Education Act Amendments of 1968 Revenue

Source will be influenced by the .plans developed earlier in the

cyclé for the Division Budget and State Grants-in-Aid revenue
sources. The plans of the bther Fedéral revenue sources are less
important because they were developed during tﬁe previous
planning cycle and are; therefore, subject to modification éuring
the present planning cycle. | |
Chart III-C sﬁéws thé%interdependency of State“ and Federal

revenue sources. :‘The - decisions-made during the planning cycle

for the Division Budget Revenue Source are'’ concerned, in part,

with the allocation of State revenue across ancillary activities

partially funded by Federal revenue sources. State Grants-in-Aid

& L)
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Revenue Source planning decisions are concerned with the
allocation of state revenue across activities that are partially
funded by Federal and State revenue resources. Tnerefore, the
decisions made regarding the two State revenue sources influence
the r;gource allocation decisions made for the Federal revenue
sources. At the conclusion of the present Division planning
cycle (that portion of the chart enclosed withi?® the diagonal
lines) the decisions reflected in the plané for the six Federal
revenue sources will influence the decisions made concerning the
plans for the two State revenue sources during the next planning
cycle. é

The decisions made for the Fedefal revenue .sources ,afe
concerned with allocating Federal revenue across activity types
by organization level, that is, by state and LEA. Decisions are
also made concerning the allocation of resourées within activity
by LEA, by area, and by student charactéristics.

The decision-making flow is illustrated on Chart III-D. An
example will suffice to demonstrate how this decision-making flow
operates from level to level. The Assistant Commissioner and his
staff in consultation with the Bureau heads makes a decision
regarding the allocation of resources under Federal Revenue
Source 1. This decision involves the allocation of resources to
instructional programs for disadvantaged students that come under
Activity Type 1. ihe decision acts as.a constraint on .Bureau 1
as. it reviews LEA instructional applications ' falling under

Activiéy Type 1.
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4
Decisions are made at each decision point (circles on Chart ,

III-D) concerning the relative emphases to be placed at lowerxr

levels in the decisioning process. The Assistant Commissioner
and his staff make planning decisions concerning the relative.
emphasis to be placed on various client groups, areas, Or fevenué.
sources. Bureau heads and their staffs make planning ’decisions
with respect to the relative emphasis tc be placed on activity
types within revenue sources and by activity type in terms of

\
-
5

accepting or rejectihg LEA applications. The types of decisions

and the decision flows have been taken into consideration in, the

general design of the Planning System.

Reports

Two types of reports are necessary to the planning and
%w decision-making phases -- Decision Point and Level. For example,
' the Decision Point Report summarizes (refer to Chart 1III-D) all
LEA programs under Activity Type 1, of Bureau 1, and of Federal

. Revenue Source 1. A Level Report summarizes all activities by

Bureau (Level 3). This is accomplished by adding together all

the decision points at Level 3. The only meaningful level

e

$ reports a:e: - .

;" | ) 1. Bureau -- expenditures, programs and clients serged' by
Bureau. These - reports are necessary because some
Bureaus appear under different revenue sou}ces. For

example, funds from the Vocational Technical Education

-i09~




Act Amendments of 1968 are utilized by all eight
Bureaus. ’
2. Activity Type -- expenditures, programs and clients
served by activity type. These reports are necessary
because some activity types appear under different
Bureau's revenue sources. Adult Basic Instruction by
oc.'upation type, guidance, and teacher training,
illustrate this point (refer to Tables III-A and III-
L
B). A
. "'-«'”
3. LEA -- expenditures, programs and clients )y specific
LEA's or LEA types, Viz: school district, county
vocational-technical school, area vocational-technical
§&hool . etc.
The information and data files and the report generation

procedures necessary for producing these reports are incorporated

in the proposed Planning System. v

—~n

Proposed Indicator Types

3

1

As indicated in the opening paragraph of this chapter, sound
planning is directed toward those programs -;ﬁd projects which
accomplish the desired objectives, The device for handling
objectives in the Vocational Education Planning System, as in the
EPPB System described in Chapter I, is the indicator.

Three types of indicators are proposed for use with the

Planning System: Social Demand, Process, and Output, Output

=110~




indicators being sub-divided into Manpower Supply and Personal
Enrichment. | These indicators are shown on Chart III-E. There
are measures of social demand for specific programs, measures of
resocurces allocated to or conduct of these programs, and measures
of outputs from these programs, such as the number of students
graduating as trained manpower or as enriched persons. An
indicator must be gquantifiable, that is, some definite procedure

must be available which tells what information and data to record

and how to manipulate it so as to produce a number which’

represents the indicator.

The Process indicators can pe subdivided into three types
that are useful in planning for a specific instructional program.
The types of indicators used are shown on Chart III-f. Input
indicators are measures of the resources allocated to the
program. Process-Qualityi indicators are measures of the
performance of the instructional process, that is, the degree to
which a given series of instructional methods and techniques are
successful in terms of professional standards. Output indicators
are measures of student performance. Input and Output
indicators, as in the case of Process-Quality indicators, are
compared to professional standards. These stzndards 'are derived
from an analyses of students needs and chgiacteristics. related
normative data, current‘professional practices, and institutional
constraints. |

Figure 3A shows typical indicé}ors and illustrates their

uses. Three indicators are shown. One is a measure of social

-111-
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’

® demand -~ centage of urban secondary school students (grades

9-12), enrolled in af/gnal education”. The second indicator is

a measure of a resource input and provides part of the basis for

HQ

examining the level of resources for a specific program in terms

of the deélred benefits and effects to be achieved -- "Vocational

students/vocational guidance coquelor for urban students”. The
third indicator measures outﬁut which contributes to the measure
of the performance cof vocationai instructional prograas and
guidance counselling programs fqr urbaﬁ students -- "Percentage
of urban secondary school students ‘entering post secondary
vocational programs'.,

An examination of the output indicator will be useful in
explaining the concepts of present or ~actual, expected and
desired levels of an indicator as well as the indicator gap. The
present level of the indicator wasvdé:ived from the survey of the
'previous year's graduating class of urban secondary school
students. Of the students formally enrolled in vocational
education k:i\mtze secondary 1level, 1.9 percent entered post
secondary vocational programs. The expegted level of the

in@icator (2.0 percent) is derived from a formalized procedure

which inyolves the professional staff of the Division and

consultants and is based on the assumption that no modifications .

\
are to be made in the present set of urban  vocational
j

y

instructional programs and” vocational qguidance programs. The
desired 1ege1 (2.8 percent) is also derived from a similar

formalized process. The desired estimate represents the best

]
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/;
3

///
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professional judgment of achievable reality if certain cé?ditions
are mét, that is, if certain programs are instituted.

& . The difference between the five-year expected level and _the
‘desired level is called the “gap®. The objective is to close the
gap. ‘To put it another way, to undertake programs which will

cause the expected level at some specific point in time to come
‘ - )

1

as close as possible to the desired level.

Proposed Planning Cycle

Chart III-G shows théjgzzggéed planning cycle for a révenue
source. This cycle is based on the assumption that all
activities associated with the revenue source are to be planned.
during the period of the ' cycle. The cycle begins with each
Bureau producing a Base Case for its activities under Revenue
Source™1, ’

While the Base Case has been defined in Chapter I, a brief
review of its definition will be ﬁseful at this point. The Base
Case is an updated versiorn of the Current Plan for the revenue
source, the Current Plan having been produced during the previous
pPlanning cycle of the Division. 'Updating is necessary because of
changes, such as, enrollment shifﬁs, lack of staff, salary
increases, construction delays, etc. The Base Case contains a
projectior: of indicator levels and cost, and a determination of

financial feasibility under the assumption that no new planning

decisions will be made over the next muiig-year planning horizon.
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CHART IIT-G . ‘ .

PLANNING CYCLE FOR A REVENUE SOURCE* . - ;

~ : - [sTaRe Py . ' o
EACH BUREAU PRODUCES A BASE CASE FOR ITS o |

ACTIVITIES UNDER REVENUE SOURCE 1l

RETRIEVE BASE CASE OR PIAN FOR ALL OTHER
REVENUE SOURCES , DEPENDING ON THEIR TIMING.|.

PFODUCE TOTAIL BASE GASE FOR THE DIVISION » -
COVERING ALL ACTIVITIES UNDER ALL REVENUE SOURCES

N
S

N d

" . i ‘ R

0 - - ]

L RN

9 i
I .

ASSISTANT COM:ISSIONER ESTABLISH GUIDELINES IN CONSULTATION E
WITH RUREAUS ACTIVITIES UNDER REVENUE SOURCE 1, TAKING . . 1
INTO ACCOUNT COMPLEMENTARY AND SUPPLEMENTARY ACTIVITIES
UNDER ALL OTHER REVENUE SOURCES . ;

[ BUREAUS CONDUCT DETAIL PLANNING, APPLICATIONS : | . =
ARE TENTATIVELY ACCEPTED, AND STATE ACTIVITIES :
TENTATIVELY PLANVED BY THE BUREAUS UNDER REVENUE

SOURCE 1, IN ACCORDANCE WITH THE GUIDELINES

3
¢4

EACH DUREAU PRODUGES A TENTATIVE PLAN FOR ITS ]
ACTIVITIES UNDER REVENUE SOURCE 1 3

RETRIEVE BASE CASE OR PLAN FOR ALL OTHER
/ REVENUE SOURCES, DEPEIDING ON THEIR TIMING] .

PRODUCE TOTAL TENTATIVE PLAN FOR THE DIVISION - -~
COVERING ALL ACTIVITIES UNDER ALL REVENUE SOURCES -

»
I 5

It

’

i

¢

bt

ASSTSTANT COrMISSIONER AND BUREAUS DETERMIWE THE NEED FOR
CHANGING THE GUIDELINES FOR ACTIVITIES UNDLR REVENUE ;
SOURCE 1, TAKING INTO ACCOUNT COMPLEMENTARY AND SUPPLEMENTARY ¢
ACTIVITIES UNDER ALL OTHER REVENUE SOURCES ;

:

SHOULD THE GUIDELINES FOR ACTIVITIES UNDER| NO o . .
REVENUE SOURCE 1 BE CHANGED? ‘ -

J s

__ |assisTanT cozIssIONER IN CONSULTATION TENTATIVE PLAN FOR THE ACTIVITIES| (R
:—{WITH BUREAUS RE~ESTABLISHES GUIDELINES UNDER REVENUE SOURCE 1 IS .
FOR ACTIVITIES UMDER REVENUE SOURCE 1 ADOFTED _

1

BUREAUS ACCEPT APPLICATION a0 apoPT| [
STATE ACTIVITIES COVERED IN THE PLaN|
FOR REVENUE SOURCE 1-

e

*ASSUME ALL ACTIVITIES ASSOCIATED WITH REVENUE
SOURCE ARE TO BE PIANNED AT THIS TIME. 107 ]




Base Cases or New Plans for all other revenue sources are
ret;iéved. - (Revenue sources that have completea ’their planning
cycles during the present Division planning cycle proyide New
Plans at thiSRpoint.) The Base Cases anq New Plans are combined/
~to produce ,total Base Case for the Division which covers all
activities under all revenue sources. The total Division Base
Case is reviewed by the Assistant Commissioner and his staff in
éonsultation with the Bureau heads. The results of this review
are guidelines to be used in the development of a New Plan for

Revenue Source 1. .These guidelines will take into account

complementary and supplementary activities under all other -

revenue sources. .

Working within the guidelines the personnel of the
indiviéﬁal Bureaus begin the detailed planning process for
Revenue Source 1. LEA applications are tentatively accébted and
State activities téhtétively planned. Each Bureau produces a
Tentative Plaﬁ for its acfivities under Revenue Source 1. ~ Base
Cases or New Plans'for all other revenue sources are retrieved.
The Tentative Plan for each Bureau is combined with the Base,
Cas;s and New Plans for all other . revenue sources. Thus;
producing a total Tentative Plan fer the Division that :overs all
activities under all revenue sources.

The Tentative Plan is reviewed by the Assistant Commissioner
and his staff in consultation with Bureau heads. The purpose of

this procedure is to determine the need for changing the

guidelines for ac .ivities under Revenue Source 1} while taking

-118-
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.

into account the compleme téry and supplementary activities under

L4

all other revenue sources. If the decision is made to change the
guidelines for activities under Revenue Source 1, the changes are
commﬁniEated back to the Bureaus -where the detailed planning
process begins again. If the‘guidelines are not changed gpd the
Tentative Plan is accepted, the Bureaué are instructed to accept

3 apblicétions and adopt sState activities covered under the
Tentative 'Plan (now called the New Plan) for Revenue Source 1,
thus, ending the planning cycle for Revenue Source 1.

Before a discﬁssion can be undertaken concerning . the
application of +the proposed planning cycle té the eight
continuing revenue sources, an examination of a hypothetical set
of four revenue sources will be useful. The planning cycles for
four revenue sources is illustrated in chart ITII-H and Table III-
E. At the start of the planning for Revenue Source 1, the view
across all of the revenue sources includes Base Cases’(updated'
Current Plans whilch were developed during tbe previous p%anﬁing
cycle) for all revenue sources. The view across the four revenue
sources at the start of the planning for Revenue Source 2 shows

L

a completed plan for Revenue Source 1 and Revised Base Cases for

- oy

\,uRevenue Sources 2, 3 and 4. Revised Base Cases are Base Cases

that reflect minor changes resulting from Revenue Source 1's Plan
or no change if the Plan doesn't cause any changes in Revenue
Sources 2, 3 or 4. The planning cycle follows the same pattern
for Revenne Sources 3 and 4. 1In this example the total view of

the organization's activities over the four revenue sources can

¢ .

ot
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CHART III-H 2
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2
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PLANNING CYCLE FOR FOUR REVENUE SOURCES

3

.
.
K.
. Z 3
s . ;
. . |
[ 3 . \
'
!
s
N

TIME

To g AT L Sy

TR ATV IR,

FY1 (CURRENT FISCAL YEAR)

REVENUE 1
SOURCE BASE |PLANNING : -
1 CASE |PROCESS ‘ -
REVENUE . REV. | PLANNING -
BASE \
SOURCE CASE >1BASE | PROCESS >
2 CASF
REVENUE BASE REV. REV. | ol ANNING -
| SOURCE CASE BASE ~>»! BASE .
‘ PROCESS .
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be presented at least eight times during the .four planning
cycles. The cyclical charac;er of planning for the Division is
shown on Chart III-I. The p;esent fifteen month planning cycle
for the Division is shown on the Chart/begyeen the diagonal
lines. Note that there is an overlap between two successive
planning cycles. This overlap progiem, as in the cases of the
overlap among the individual planning cycles of the revenue
sources, must be taken into consideration during the detailed
designing of the Vocational Education Planning System.

For ease ofﬁkexgganation, the planning process for , each
revenue source is subdivided into two parts -- Base Case Phase
and Alternative Set Phase. The Base Case Phase embraces all
those activities in thé planning cycle léading up to and
including the evaluation of the Rev;sed Base Case by the
Assistant Commissioner and his staff in consultation wiﬁh the
Bureau heads. The Alternative Set Phase embraces all those
activities leading up to the evaluation and final selection of
the New Plan by the Assistant Ccmmissioner ' and his staff in
consultation with the Bureau heads.

Table III-F°' shows .a total view of the planning cycles for
eight continuing revenue sources. For examéle, dur;;§ thz Base
Case Phase of the planning cycle for Revenue Source 1 a Revised
Base Case (updated Current Plan) is developed for Revenue Sources
1 through 8. During the Alternative Set Phase of the cycle fok

Revenue~~Source 1 a New Plan is generated for Revenue Source 1 in

terms of the Revised Base Cases for Revenue Sources 2 through 8.
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The Base Case: Phase«qgithe planning cycle for Revenue Source 2
begins with a ﬁew Plan for Revenue Source 1 and R%vised Base
Cases for Revenue Sources 2 through 8. The Alternative Set Phase
concludes with a New Plan for Revenue Source 2 which has been
updated in terms of the New Plan for Revenue Source 1 and ' the
Revised Basé Cases for Revenue Sources 3 through 8.

The planning cycles for the balance of the revenue sources
follow a similar pattern, however, note the differences that
occur in certain revenue sources that commence their planning
cycle after the preceding revenue source and conclude their cycle
before the preceding revenue source's cycle is completed. For
example, Revenue Source 7 ¢onclu§es its Alternative Set Phase
with a New Plan. This Plan is developed in terms of the New
Plans pieviously developed for Revenue Sources 1 through 6, not
in terms of a Revised Base Case for Revenue Source § but in terms
of a ﬁﬁﬁgplan for this source. Therefore, if the plans developed
under Reverue Source 7 should have an important influence on
those developed under Revenue Source 8, accommédations must be
made in Revenue Source 8's New Plan.

This problem emphasizes the fact that the planning for each
revenue source is accomplished by seeing: (1) the impagt of the
activities funded by the revenue source independent of the
activities funded by the cther revenue sources and (2) the impact
of all activities funded under all revenue sources. To repeat,

planning for activities under one revenue source must take into
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account complementary and supplementary activities funded by
other revenue sources and, thereby, avoid duplication of effort.

The guidelines incorporated in the planning procedures for
the major revenue sources must take into account factors like the
following: (1) areas =-- urban vs. non-urban, high dropout rate
vs. low dropout rate, and high unemployment vs. low unemployment;
(2) client tyges -~ regular, disadvantaged and handicapped; (3)
occupation types -- one occupation type vs. anothér occupation

type; and (4) instruction vs. ancillary services.

Iroposed Report Generation Procedures

LEA and area report generation for any planning cycle is
shown on Chart III-J. The report generation procedures will be
used for the Revised Base Case and Alternative Set by revenue
source and for totals across all revenue sources. The report
- generation procedures will also be useful at the Division level
for the Assistant Commissioner and his staff and at the Bureau
level for the Bureau heads and ;heir staffs. The grid employed
in the zeport generation procedures will not be fine, but will be
sufficient to meet the basic planning requirements. The
guidelines will probably follow the boundaries of existing school
districts. The reports produced will include both total amounts
and percentages, for example, the “following reports will be
generated: (1) total expenditures by school district and by

county, (2) percent of total expenditure by school district and
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by county, (3) total expenditures in urban and non-urban areas,
and (4) percent of total expenditures in urban and non-urban

areas. Individual reports will also be generated to cover all

&

revenue sources.

’

<

Indicators and the Planning and Eyaluafion Process

In the planning system, indicators act as the 1link between
program evaluation and application review and apéroval. Chart
ITI-K illustrates this 1linkage. Program evaluation gathers
information and data on the success or lack of success of all
presently operating programs and projects. This information is

stored in the Program Evaluation File.

1

At the étart of the'planning fqr next year's program and
projects, the current status is reviewed by calculating- the
present 1levels of all indicators. The program evaluation file
provides the informaticn to calculate present indicator 1levels.
During the planning for the next planning periqd various sets of
applications for renewed and new programs and projects are
reviewed an@ evaluated by estimating the expected indicator
levels of each set and comparing the expected indicator 1levels
with desired indicator levels. The Program Evaluation File
provides part of the information ngcess;ry for estimating the
expected indicator 1levels, that is how successful programs will

effect the estimate of how successful programs will be. Other

»
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CHART III-K

USE OF INDICATORS IN APPLICATION REVIEW AND
J APPROVAL AND PROGRAM EVALUATION

(PAGE 1 OF 3)
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CHART III-K CCONT'D)

(PAGE 2 OF 3)
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information is found in the file of applications for renewal and
new program and projects.

The objectives of the Division can be stated as closing
indicator gaps between expected and desired indicator levels.
The setting of desired and expected indicator 1levels and tbe
calculations of indicator géps under Base Case or Tentative Plan
assumptions are shown in Chart IIJ-L. Different sets of
applications for renewal and new programs and projects will have
different expected indicator levels and different indicator gaps.
The performance of the tasks of setting desirrd indicator 1levels
and ‘estimating expected indicator 1levels are critical -- upon
théir outcé%e: rests, in part, the objectives and decisions
concerning future programs and projects supported and conducted
by the Division. _ -

In the proposed Planning System, the process of settin§
desired indicator ievels, of estimating expested indicator
levels, and of calculating indicator gaps is multi-level. All
levels of <the Division take part, as sﬁ%wn in Chart III-M. The
desired indicator levels for the total Division are set by the
Assistant Commissioner and his staff. In the context of the
total Division'é desired indicator 1levels, the Assistant
Commissioner and his staff set desired indicator levels for each
revenue source. Continuing downward in the hierarchy, the
Assistant Commissioner, his staff and the bureaus set desired

levels by bureau, by revenue source in the context of desired

indicator levels by revenue source. The desired indicator levels
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are set by activity type, by bureau, by revenue source in the
context of desired indicator levels by bureau, by revenue source.
These desired indicator levels form one of the bases for
accepting or rejecting LEA applications and for designing state
programs.

The upward flow of expected indicator 1levels through the
hierarchy and calculation of indicator gaps at each level of the
hierarchy closes the loops of the top-down-bottom-up cyclical
planning process. Chart III-L also illustrates how indicator
levels are used to gain a total view across bureaus by revenue
source, access revenue source and across the Division.

Cchart III-N is a hypothetical example of the setting of
desired indicator levels downward +through the hierarchy. The
indicator used is "Percent expenditures in urban areas".‘ The
Assistant Commissioner and his staff might establish the goal
that 60 percent of the total Divisioﬁ's resoufces are to be used
in urban areas. Then, in order to pursue this goal, the
Assistant Commissioner and his staff might establish a subgoal of
70 percent of the  funds from Revenue Source 1 which are ﬁo be
used in urban areas. continuing downward, the Assistant
Commissioner, his staff, and the bureaus might desire that 65
percent of the funds for Revenue Source 1 be administered by
Bureau 2 to be used in urban areas. In the light of this
subgoal, Bureau 1 might desire 73 percent of the funds of Revenue
Source 1 administered by bureau 2 for Activity Type 2 tc be used

in wurban areas. These guidelines are an important input to
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Bureau 2's decisions concerning the acceptance and rejection of
LEA applications =znd the design of state programs to be funded
under Activity Type 2 of Revenue Source 1.

The Planning System will produce information on present
indicator levels and expected. indicator levels as a benchwork for
the set:;ng of desired indicator 1levels at all levels in the,
hierarchy. Charts III-L and III-M illustrate this relationship
between presént, expected, and desired indicator levels. 1In this

way, the Planning System dynamically promotes improved objectives

while keeping sight of the feasibility of objectives.

Input Forecasts and Projections

Introduction

From the material on input forecasts presented in Chapter I
it should be clear that enrollment forecasts are of crucial
importance in the workings of the EPPB System. -‘Though revenue
forecasts are of obvious significance, experience has shown us
that for school districts and regional service units nothing wiil
distort the results achieved to the same degree as errors in
forecasts of the student population. Thus the EPPB System as
designed provides a relatively sophisticated technique for making
multi-year enrollment forecasts, even though such forecasts are
annually reevaluated. Wh’.le the literature and techniques for
revenue forecasts were examined as part of the design of the

EPPBS, the level of sophistication employed is left, however, to
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the decision of the educational administrator directly involved.
For the fact is that sophisticated forecasts, estimates, and
projections can only be achieved at considerable expense both in
terms of the design of basic methodology and data acquisition.
In the design of the EPPBS a decision was made, in effect, that
only for enrollments was the cost of developing a new methodology
for forecasting merited.

. For several reasons, pleas for sophisticated projections and
forecasts are in many instances misdirected. Developers of
complex models for accomplishing a variety of forecasts, normally
economic, have often been unable to demonstrate the superiority
of complicated techniques . over simpler -methods employed by,
experienéed subject matter specialists. And cost considerations
are not to be ignored. Where a forecasting model (the
neﬁtodology) must be developed entirely from scratch with little
available help from secondary sources, the cost, in contrast to
the beneifts of <an incremental improvement in the quality of
forecasts, will frequently be prohibitive. Similar
considerations apply to the data. The distinction is often made
between "hard" and “"soft datg', with every right-thinking
educator and social"scientist seeking the reliable and valid
*hard" data. Yet planning and budgeting systems frequently use
softer data when the effort involved in obtaining more reliable
numbers cannot be supported.

The importance of the methodologies and data employed must

therefore be considered in the conteﬁgﬁpf the total planning

>
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system. There may be some instances where the forecasts are so
critical that if reliable projections cannot be obtained the
attempt to plan should be dism;ssed; such instances will be rare,
however, and in most circumstances the tendency will be to
identify those forecasts that are particularly crucial to the
total planning system,*;nd concentrate effort on these estimates.

The central thrust of these comments is that fhe need for
better forecasting .~ any poiicy dimension must be justified, not
assumed.  Several general elements or requirements should be
contained in such analysis: (1) a substantial range of programs
and level of fiscal resources should be involved; (2) the
availability of generalized models for the type of projections
being considered, that is, models that could be modified,
replicated, or adapted for use; (3) the existence of and ready
access to necessary data and information, presented at the
appropriate levels of aggregation, with continuous availability
for future years; and (4) an identifiable benefit from the
improved forecasts and the initial investment required to obtain
them, such as substantially better resource alloéation decisions,
availability of staff time for other projects, and integration of
the forecasts into a total planning system.

For reasons that wili be indicated later, the conclusion
here is that vocational education as a policy area can well
justify greater attention to forecasting efforts, with particular
emphasis on manpower and occupational projections. The specific

elements of justification noted above, (1) range of programs and
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resources, (2) availability of models and"methodology. (3)
availability of data and information, and (u)' recognizable
benefit, will be reexamined as part of the discussion of manpower
and economic forecasts.

Other forecasts required by the Planning System discussed
‘here include population, client and recipient groups, staff and
space requirements, and revenues. Discussion of forecasts in
these areas will be brief, recognizing that only a research study

directed toward the implementation of the Planning System, and

involving personnel of the Division of Vocational Education, can

[

make the required decisions on variables, methodology, and data.

Population and Client and Recipient Groups

Development of population forecasts, including
characteristics predicted as being associated with a certain
proportion of the total population, is a complicating and
exacting task. To date the Division has relied on a number of
secondary sources for the overall projections, with data on the
characteristics associated with vocational education needs being
developed internally. This pattern of activity should continue
with some analysis of alternative methods of arriving at the size
of potential client and recipient groups.

Total state population projections for any .given state will

s 5

(¥
~Eon

normally be available from a number of sources,*both national and

L

those developed by demographic consultants to the state or its

individual departments. Much confusion in state and departmental
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planning can be eliminated if agreement can be reached for all
state agencies, or at least within individual departments, on a
single population series. There of coufse may be circumstances
where a division or bureau or department may not be willing to
place reliance on the population projections developed by the
higher level unit, but these differences should either be worked
out in the preparation stages or expressed in terms of a range
with high-low estimates.

A few technical points require mention here. Though’
forecasts, es.imates, and projections - are being " used
interchangeably in this discussion, there a;e, of course,

distinctions between these terms in (1) the number of years for

.which figures are sought, (2) the basis for the fiqures, and (3)

the policy assumptions involved. Some would employ the term
forecast only for figures that extend beyond a five year period
and which have predictive value, with numbers in the remaining
category being termed projections. ‘Further, prcjections can be
distinguished by those that‘are based on what has occurred in the
past and what can be called judgmental projections, that ié,
projections presented in alternatives illustrative of the
carrying out of a set of assumptions.

In all instances, however, someone must make a judgment as
to the validity of the numbers obtained, whatever method is
employed. It is precisely this Jjudgment that will not be

attempted here; such judgments are always premature if not

predicated on careful analysis of the methodology and data

~142-




R AR o e T T et

employed, neither of which has been possible as part of this
desién effort. B

Returning to the presently available population and client
or student forecasts, we find both forecasts and accumulations of
past data on which projections can be based. The work of S.
David Winans, cited in Commnissioner Carl L. Marburger's budget
presentation, provides a departmental forecast of population
through 1985, with projected enrollments to the fall of 1987-88.
The Department of Conservation and Economic Development provides
several publications on population questions - age groups,
characteristics, estimates, and trends - which, when current, can
provide a base for projections incorporating a variety of
assumptions about future growth.

The Division of Vocationél Education State Plan for
Vocational Education Part II - Long Range Program Plan Provisions
presents an analysis of population characteristics relating to
vocational education needs. Figures are included from the latest
available data for 1968, estimates of 1970, and projections of
1574 popuiétion figures for general poﬁhlation, schiool enrollment
vocational education enrollment, dropouts,”unemployment, nubmers
of disadvantaged, handicapped, working women, and private
vocational-technical school enrollment. Clearly the figures
obtained from the 1970 Census will provide a new base for
reconsideration and reforecasts of all demographic wvariables.

Client and recipient gfoués fpptential students) which the

Planning System must forecast, include regular, handicapped
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| (mental and physical), and disadvantaged (social, illiterate,
requiring retraining). Forecasts will also be developed for

' drop-outs, unemployed, and foreign born. Several pubiications of
the Department of Education, by the Division itself and the
Office of Statistical Services, provides base data on which a
projection series could be based.

In general, projections based on an assumption that any
group will represent a certain proportion of some total %utur;
population will provide a base figure. Modifications in this
figure will stem from judgments on phenomena related to. that
group, e.g., a rash of birth defects in a given base year should
be refleqﬁed in year five of a total state plan for vocational
educatioﬂ. The Division's current method of dealing wiéh these
projections are indicated in its 1968 publication, "Population

2} Characteristics and Vocational Education Needs". ¥hether any

N change in present methods for any of these client groups is
required depends in part on their predictive value in the past
and the consequences for the total planning sygtem of errors
falling outside a certain range of estimates. 2

| Individual .studies and reports concerning the dropout

pattern (Office of Statistical Services), unemployﬁeht‘and the

foreign born are available from reports of Federal and state

agencies.
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Manpower and Occupational Forecasting in the Vocational

Education Setting

Justification. The key assertion here 1is that manpower

forecasts are of such particular relevance for vocational
educational planning that considerakle attention should be given
to such forecasts in the develcpment and implementation of a full
planning system for Zhe Division of Vocational Education. This
position can be supported using the four requirements that seem
relevant in justifying a significant expenditure of effort on

forecasting considerations.

First as to resources, passage of the Vocational Education
Act of 1963 and the 1968 amendments vastly expanded tﬁe program
coverage and fiscal support for vocational and occupational
training in the United States., Current and prospective funding
levels are of sufficient dimensions to merit greater attention to
projections of demand (future manpower requirements) and supply
(educational and other socio-economic characteristics of the
population to be served) aspects of occupational forecasting.

As to the current state of forecasting models, there are a
variety of well-developed methodologies for making general
manpower projections that will assist in vocationals educational
planning. Several studies will be reviewed in the following
section. Of these, the work of the National Center for Education
Statistics of <the Department of Health, Education and Welfare
toward techniques for projecting vocational education

'b.§Q
»

requirements at the state and area level is the most dirzctly

P
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relevant. Even though there may be missing pieces for complete
state and regional projections, numerous inquiries can be made to
provide usable and transferable models and methodologies.

Availability of data aggregated by state, regional (intra-
state), and county units frequently will determine the selection
of a model. Data normally will come from other Federal and state
government units, since independent data gathering is
prohibitively expensive. Major national sources of data will be
cited in the material to follow. In formulating a planning
system there are two major options with respect to data for
forecasts: data availability can be viewed as a constraint
resulting, for instance, in neglect of areal dimeﬂ%ions that
break across county lines; or the need for different aggregations
may be seen as controlling and an effort made to persuade groups
gathering statistics to provide the necessary information.

In the context of a state vocational education program there
is one dominant identifiable benefit in superior manpower
forecasting - that is to enhance the competitive position of the
state for economic development. For a highly induétrialized
state such as New Jersey, failure to anticipate structural
unemployment, as explained in Chapter II, could have grave
economic consequences. Forecasts of labor shortages will be as
crucial to vocational educational efforts as any other aspect ~of
program development.

To turn to some additional substantive justifications for

manpower planning, the fact is that vocational-technical
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education planning involves elements of b~th human resource and
more traditional educational planning. This relationship is
depicted in Chart III-0. If human resource planning is concerned
with the economic productivity of individuals and educational
planning with the availability and qua;ity of educational
« services the 1link is in vocational educational planning. Here
goals related to the training of individuals for productive
participation in the economy are evaluated in conjunction with
the goals of individuals specifically seeking vocational-
technical skills. For general educational planning some notion
of the future structure of the labor force is appropriate since
instructional policy involves some guess concerning the impact of
economic developments on employment; for vocational educational
planning, however, some fairly definitive estimates of future
labor force composition in terms of personnel needed by specific
K\ occupational qualifications is required.?

\, Major Methodological Alternatives for Developing State and

Area Manpower Projections. Because of the importance attached to

manpower forecasts (among the total number of forecasts required
by the Planning System), the methodologies employed by several
leading manpower studies are here reviewed. In practice, state
vocational education divisions are frequently found as sponsors
of economic research on manpower problems.

Manpower studies selected and reviewed as representing
leading efforts in the field include the following: (1) the four

volume study entitled "Tomorrow's Manpower Needs" published by
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the U. S. Department of Labor, particularly Volume I - Developing
Area Manpower Projections; (2) The Michigan Manpower Study
prepared by the Battelle Institute for several Michigan state
agencies including the Division of Vocational Education; (3) a
report on Vocational Technical and Continuing Education in
Pennsylvania with particular reference to Chapter Vv, "Supply and
Demand of Manpower in Pennsylvania®; (4) cne of a series of
reports on manpower in Pennsylvania prepared by the Bureau of
Economic and Business Research of Temple University; (5) reports
on forecasts and models in educational planning developed by the
Organization for Economic Co-operation and Development, and most

relevant (6) a paper entitled "Occupation Education Requirements

Analysis" dealing specifically with vocational education

requirements at the state level, prepared by the National Center

for Educational Statistics of the U. S. oOffice of Education.
What will be attempted is a brief descriptive review of the

methodology employed separating the treatment of demand and

supply manpower projections.

“Tomorrow's Manpower Needs2 prepared by the Bureau of Labor

Statistics, Department of Labor < the most extensive source
available both for national projections on industry employment,
occupational structure, occupational employment, and for
explaining the use of these national manpower data in arriving at
parallel state and area projections. As suggested by its title,
Volume I of this series is totally devoted to methodology for

projecting both demand and supply aspects of naticnal manpower
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data. Framed so as to be of "assistance to analysts in
developing State and area manpower projections®, projections for
industries and for occupations are examined separately. A
national industry-occupational matrix is presented with both a
verbal and mathematical explanation of two area projection
methods and an evaluation of results obtained for each. 1In
particular, "area projection Method.A' should be reviewed for
possible application of its use of "occupational trend factors in
New Jersey".3 Data employed by these projection methods is
available from a variety of Federal sources, principally. the
other volumes of "Tomorrow's Manpower Needs". Volume I also
explains in considerable detail how the nationak manpower data
contained in Volumes 1II-IV wdas employed by the New York State
Department of Labor to develop overall state and sub-regional
projections for that state.

Beyond employment requirements two other aspects of manpower
demand discussed in Volume I are (1) replacement needs for those
who retire, die, or leave the work force for. other reasons and
(2) transfers of workers between occﬁpations, ﬁith emphasis on
the former. For estimating replacement needs the use - of
separation rates are explained for national data, with a section
on "how to develop séparation rates for a State or area".“

While the bulk of Volume I pertains to future manpower
requirements, (that 1is, the demand side of the equation), a
separate chapter is given over to "Appraising the Adequacy of

Supply in Individual Occupations". Examples used here
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predominantly relate to professional-technical personnel; however
an equation is presented'(the model uses estimates of inflow and
outflow to reach an estimate of supply needs for the future)
which could have general vocational éppl}cation. Thel Volume
concludes with some state and regional projections of population
and labor force whichkdraw on the monthly labor force projections
published by the Department of Labor. The other volumes
represent a valuable source of compatible data. (The "Preface"
to volume I indicates that these volumes may best be used in
conjunction with thé *"Handbook for Projecting Employmeht by
Occupation for States and ﬁajof Areas" which provides detailed

operating instructions for State employment agencies as developed

by the Bureau of Employment Security of the Department of Labor.)

The Michigan Manpower Study® conducted by the Battelle
Institute focuses on a state government with participation by
that State's Division of Vocational Education. The Battelle
Institute "Socio-Economic Labor-Force Model", though presented as
a form of revealed word with relatively complex matrices of labor
force projections, employs techniques familiar to manpower
exonomists; the approach involves a reconciliation of supply and
demand factors with a mild innovation in the use of “educational
attainment" as an equating” variable. The three major steps in
the Michigan labor force analysis were these:

1. "A detailed projection of future demand for employees

by occupation, by industry, yielding, for example,"

estimates of the future demand for pfofessional and

-151-




technical employees, clerical employees, etc.; for
employees with a college education, with a high ‘' school
education, etc. and for employees of all types in
manufacturing, communications, transportation, etc."

2. "A detailed projection of the future level of
educational attainment of the population, by age and
sex, and derivations from this projection the future
levels of educational attainment of the labor force."

3. "A reconciliation of the projected demand for and the
supply of terms of educational attainment, yielding a
profile of future employment by occupation and

educational attainment."®

“

2

Several qialifying statements indicate certain gross
characteristics of the model. n A primary 1limitation for
vocational educational concerns is acknoﬁledged in stating that
the "skill-acquisition process involves many dimensions in
addition to formal educational attéiﬁmenﬁf.~ The future demand
mentioned in (1) above does not include requirements resulting
from interstate mobility, movement between occupations and
industries, death, retirement, or othér wirhdrawal from the labor
force.

The major inputs for the Battelle model were, for the supply

analysis, "(1) A projected population distribution by age and

sex, (2) Projected educational attainment for the popualtion of
labor-force age, (3) Labor-force participation rates for each age

group by level of educational attainment®"? and, for the demand
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analysis, "(1) Projected total employment for each industry

gsector, (2) Projected distribution of occupations within each
sector, (3) Projected educational attainment which will be
required by each occupation."® The population projections
employed in the model were obtained from an independent source.

National economic trends and projections, as with the four
volume Department of Labor study already reviewed, underly the
industrial employment and occupational requireﬁénts developed by
Battelle. The industry employment levels emerged from an
éna;ysis of the relationship of primary Michigan industgfes' and
the total United States economy projected to 1975; occupational
projections were made by obtaining a special reading of the 1960
structure ;n Michigan and estimating forward on the basis of
national trends modified for some major anticipated
organizational and technological changes. —

The Pennsylvania Vocational Technical Systems Study?®

recognized an absolute requirement for investigating the
"occupational education supply and demand in the Commonwealth®;
however definite problems were evidently encountered in meshing
the total annual supply with annugl manpower demand to obtain the
unmet needs or "gap". As stated in the Study, "the fact that no
single acceptable methodology existed or that attempts made were
severely criticized did not diminish the need for a fairly
reliable statistical base of manpower suppiy and demand upon
which to evaluate and plan vocational education programs".;° The

need for a reliable "base case® in the area of manpower is
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undeniable, but the absence of a "single acceptable methodology"
is neither surprising or disturbing. Competent economists and
social scientists continue to differ on methodologies, though
agreeing in principle that what is "acceptable" depends on the
use and reliance to be put on the projections obtained.

The methodology employed in the Penhsylvania study was
extracted from "Tomorrow's Manpower Needs" and is explained in
two pages and in Table 97 which presents "Pennsylvania Manpower
and Training Data" (though a more }detailed explanation is
available through the Pennsylvania Research Coordinating Unit for
Vocational Education).2® The procedure relies on the occupational

i

matrix construct recommended in the Department of Labor and
¥

involves "multiplying the 1960 State percentage distribution of

selected- occupations (Census) by the pattern of national change

factor to develop the 1975 peréentage of occupational density and
then applying this percentage, modified in light of the
Pennsylvania  situation, to projected .total employment in
Pennsylvania in 1975." This certainly constitutes an acceptable
procedure for statistical projectiéns without the burden of an
extensive survey of employers; obtaining the base data is, as the
Study claims, "a breakthrough of considerable significance".
With the 1970 Census figures and further updating of data
gathered more reliable estimates can be obtained.

Most of Chapter V is given over to the presentation of Ehe

data obtained in the Pennsylvania survey, primarily (1) the

distribution and percent of 1967 graduates from nine major
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training institutions or agencies over eight occupational
categories (and various matrices using absolute numbers and
percentages of this data), (2) the number and percent of 1967
graduates of occupational education training institﬁgions by
counties, and (3) the number and percent of 1967 océupational
education graduates by occupational categories in each county.

In the last several years the Bureau of Economic and
Business Research, The Harry A. Cochran Research Center attached
to the School of Business Administration of Temple University in

.
Philadelphia has done extensive work on human resource and
nanpower projections. One set of volumes entitled Manpower in

»

Pennsylvania produced a set of labor force and manpower figures

for every Pennsylvania county for the years 1940-1963, with
mathematical trend projections to 1980.23 The following were data
series developed:
1. ILabor force by age, sex, race, by residence employment,
by residence
2. Employment by industry, by residence and establishment
3. Employment by occupation, by residence
One of the main uses noted for the extensive data produced was in
*planning of educational facilitieg‘and programs®. The “summary"

of the volume on methodolqgy shou#d be reviewed.13

H

Another significant study byfthe Temple Bureau of Economic

¢

q

! :

Research was "A Manual for the Development of Estimates of Future
| .

Manpower Requirements for Training Purposes".®* As evaluated by

4

the Bureau of Labor Statistics of the U. S. Deparfment of Labor,

-
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this publication lays out a "step-by-step approach to projecting
long-run industry and occupation requirements...".1®* Local
industrial employment is analyzed to determine whether the
employment levels are primarily responsive to national, state, or
sub-regional economic factors. Again the method for projecting
occupational employment relies essentially on national trends,
but with particular emphasis on the importance of téking

a.pf"
cognizance of 1local conditions s¢ as to introduce appropriate

modifications for smaller areas.

The Organization for Economic Co-Operation and Development
(OECD) presents in ;wo volumes, quantitative mathematical models
employed by several foreign educational agencies.1® A planning
model for educational requirements associated with econoric
development is evaluated and appraised in the first volume. The
second volume, dealing with mathematical models contains an
inieresting but difficult paper, entitled ”Tfaining Policies
under Conditions of Technical Progréss: A Theoretical
Treatment®”. Developing direct applications for vocational
education from these models would be a relatively complex task,
however, and reliance should be placed on methodologieg already
developed and adaptzd to a state vocational education setting.

Manpower Forecasting in Educational Planning,%? cited

previously, presents the experience in the use of various
manpower planning techniques employed in a nuwber of the twenty-
two countries that make up the Organization for Economic Co-

operation and Development. This volume also contains an .




H '

¥ 3

|

1 Q b
ERIC——— -

IToxt Provided by ERI

-, ¥

extremely valuable essay by the rapporteur, Herbert S. Parnes of

oOhio State University.

[4

The Occupation Education Requirements Analysis (OERA) system
is the single most useful source c¢f labor force and manpowver

projections in that it was specjfically d=signed for vocationai

education. The OER2 is described in a technical paper prepared

by the National Center for Educational Statistics of the U. S.
T —

foiég of Educaticn.1® A system for producing annual projections

4

of employment in oécupations clagsified by vocational education

programs, the OERA is the most relevant methodological source

found during our search of the literature. Cited and briefly

described in Tomorrow's Manpower Needs, a full copy of the report

was obtained from the National Center for Educational

Statistics.1?® A request for further information on the OERA,

brougat an indication that "...organizational changes have
precluded our further development of models pertaining to supply
or demand projections".29 . |

Nevertheless the OERA merits the consideration and
evaluation of New Jersey vocational personnel. As a method for
forecastinglthe labor fource in terms of educational requirements,
with the final output being "annual projections of employment
demands in occupations classified by vocational education
programs®", the OERA could be a valuable forecasting technique.
The computer capacity required would seem to be well within the
pivision's capabilities. Though only briefly described here

pecause of the relative complexity, possible adaption and further
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development of the models from the point that the Office of
Education carried them could be part of the implementation

effort.

The Division's Manpower Projections and Publications. Plan
for Vocational Education (P.L. 90-576), Part II deals with Long
Range Program Plan Provisions with analysis of manpower needs and
job 0pportunitieé in New Jersey. Table I presents Employment
Opportunities related to vocational education prograhs with labor
demand and labor supply (including voc ed output and other sector
output) projected to 1974. The vocational educational programs
are ‘the seven categories 'of agriculture, distribution ana
marketing, health, home economics, office occupations, technical
training, and trades and industry.

A considerable range of publications by the Division and
other New Jersey state agehcies were reviewed which provide
present data . hat could be of considerable valuev in wundertaking
more involved occupational forecasts. The Department of Labor
and Industry, Divis%on of Employment Security published periodic
Manpower Projectio;s (the most recent to 1975), Area Treﬂds in
Employment, 3nd Labor Area Profiles. The Department of
Conservation and Economic Development's Division of Economic
Development publishes selected economic data by counties with
population breakdowns by major municipalities, and periodic major
summaries of employment characteristics, 1labor force, and

occupations. -
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An extremely valuable discussion of industrial growth and
manpower requirements for the State is contained in a section of
the final report of the Facilities Committee of the Master Plan
group. Labor market trends and occupational shifts, employment
growth and shifts, and regional growth are summarized primarily
- from economic base studies conducﬁfd by the Regional Plan
Association, the Port of New York Authority, and the U. S. Bureau
of Laboxr Statistics.

In summary, based both on the major manpowerg;studies

3
reviewed and the efforts of the State of New Jersey, some

critical unmet methodological g;o%}ems can be identified. Those
who reject sophisticated projecti;;“attempts normally do so not
because the forecasts are not relevant, but because Ehey are
viewed as difficult if not impossible. These are among the most
difficult forecasting problems:

-Estimating productivity changes -based either on
technological shifts or changes in organization structﬁre of
key Census industries.

-Assuming that occupational profiles are similar from one
geoéraphic area to another, and that such profiles are
representative of manpower requirements given technological

~and organizational structure changes. h

-Determining educational qualifications associated with both
aggregate and specific occupational categories.

-Predicting the -occupational and geographic mobility of

persons in the state labor force.
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These are key problems to be considered if effective forecasting
of employment and occupational requirements is to be undertaken.
However, the obvious difficulty in treating such issues should
not imply that the goal is relative certainty concerning the
labor force sggucture some ten or fifteen years pence.
Unconditional predictions are of course impossible, there are no
pretensions of¢ certainty. But some definite indications
conéerning employment requirements can be framed in terms of
certain economic growth goalé, without elaborate and expeﬁsive
efforts. Manébwer projections which anticipate the occupational
composition of the work force required for achieving various
economic goals is a vitally important fbreacast for a vocational

educational program. ‘ —

“Emmame

staff and Space Requirements A

In the overall planning diagram, reference is made to staff

available forecast vand space inventory files. Projections in
these areas are regarded as being within the purview and
particular competence of Division personnel; they would not seem
to féquire any highly formalized projection techniques or the
investment of resources required to generate elaborate models.
Staff available, in the context of the planning system, may
be restricted to administfative and instructional personnel
réquired for implementing particular vocational education
programs. Thus forecasts of staff available for all activities

under all revenue sources will normally operate as a constraint
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on programs and projects both in the base case and in the
alternative sets ;onsidered. Factors considered will be the
familiar items associated withfstaffing any program operation -
specialized talent currentlf available within the state of New
Jersey, potential staff being produced by educational and

training programs of the State, and some factor that expresses

the net gain or loss from migration of such personnel. Where
instructional or other personnel essential to a future program
under one revenue source requires teacher training to fill géps
in manpower available, this manpower requirement should be ' g
considered as fundable from the entire range of revenue sources |
and prograns.

Forecasts on staff availability thus require assessment of %
factors that those acquainted with specific revenue sources and
programs will be best equipped to make. In implementing the

» Planning System attention would be given to sofie 1limited
formalization of the techniques now .employed by Division
officials and to more extensive data gathering on those factors
which Division officials feel are most relevant to staff
aviilable forecasts.

However, it should be recognized that implicit in such
forecasts are a number of prdfessional education standards about
staff/teacher utilization. sStaff indicators are a part of both
the base case and alternative sets. Such standards must be ;

scrutinized as part of the forecast process to be certain that *
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relatively arbitrary application does not result in the

curtailment of otherwise valuable programs.

e
-

With reference to the space inventory file for a singlé

revenue source and the space available for all activities under
- all revenue sources; the point has been made before that
facili}ies constructed under one source may be used for
instructional activities funded by another source. Thus the
assumed interrelationship, and the sequence of review. When
planning for the facility and space requirements of one revenue
source it may be crucial thét facilities erected through other
revenue (or even private) sources in the same geographic area are
underutilized. The 1logic here would suggest Fhat some
construction planninyg might well break over county lines.

Again professional standards such as space required per
student for various instructional programs will be a
consideration. However the key consideration s that the
facilities provided (total space inventory}.should be sufficient
to house the total programs'funded by the Div{sion.

An example of an entirely appropriate technique for space
projections is the portion of the Plan for Acfion {prepared by
Division personnel) deqling with faciliites. The objective is to
provide instructional‘/ﬁacilities to méet the‘needs of "fifty
percent of the secondary enrollfment and the needs of adult and
teacher education programs®™. A chart is developed which presents

the "1980 Projected Facility Needs for Vocational Education".
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In general, projections of space needs will notﬂyequire
complex forecasting procedures. One key factor which shoﬁld be
considered, however, is the precent utilization of existing
space; specific space indicators also are reviewed as part of the

base case and alternative sets for «ach revenue Ssdixce.

Federal and State Revenue Forecasts

The 1level of Federal funding under grants-in-aid, the
educational areas to be serviced, and the probable allocation for
New Jersey given the existing grant authorizationg are all of
critical importance in vocational education. Forecasting over
years covered by existing Federal authorizations involves
reliance on allocation formulas (such as those in P.L. 90-576)
and past experience with appropriations received. 1In thé absence
of Federally prepared mq;tioyeér spending projections on a state-
by-state basis, the conly information.gyailable to a state is the
extent of Congressional authorizations, pasé appropriations, and
the experience with allotments. Beyond the period covered by
éongressional authorizations the judgments on. the magnitude of
Federal7 support become problematic. Here state estimatgs are
only as‘reliable as the Federal officials or communications that
serve as the sources of information on which the forecasts are
based. Forecasting models and fiscal planning aré noﬁ compatible
with annual apbropriations. In dealing with Federal funding
sources the ever present question is how well ope‘can predict the

future from the past.
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Equally difficult is any attempt to forecast changes in the
Federal allocation formulas or other legal requirements which
acts as a constraint on revenue allocations. Only explicit
guidance from Federal agencies and officials should be used in
such forecasts.

As to state revenues, projections are required for both the
Division budget and ‘for the magnitude of state grant-in-aid
funds. Such “projections" are only‘indirectly related to the
eiténsive economic literature on forecasts of the total revenues
which will be available to a state in future years. . Such
»projections" are in effect guesses about the share of the total
New Jersey and Department of Education budgets which the Division
of Vocational Education will receive. Such projections become
even more tenuous when the multi-year period over which they ang
made include elections for Gévérnor or the state legislature. \a\

Given the incremental nature of most state budgeting, the
normal assumption is for an increase near éhe midpoint of the
range in percentage growth of the Division budget over the
previous four to five year period. But any such crude estimate
would be modified by the informed judgment of Division officials
concerning the political factors operating; such judgments can be
quite accurate for one and even two Yyears ahead, but steadily
deteriorate beyond that period. .

Perhaps the bestiprocedure for estimating both Federal and
state revenue sources is to set up a  process, ideally

computerized though poésibly manual, to develop and continuously
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update figures on prospective revenues. These rough estimates
would extend over several years using past trends and current
information on program plans. Setting up such a projection
process with the attendant analysis of revenue receipts,

frequently leads to the discovery of other bagses for making

projections.
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CHAPTER IV

GENERAL DESIGN AND LOGIC OF THE PLANNINGC SYSTEM

Preliminary Considerations

%

The general ‘design of the planning system assumes that £he
planning for each revenue source must be done within the context
of the commitments made by the Division for all other revenue
gources under its control. At the present time, the Division has
varying degrees of control over sources of revenue and numerous
non-continuing sources. The planning cycles of the nén-
ccntinuing sources are intermittent ‘throughout the 15 month
Division Planning Cycle. The continuing sources of revenue have
planning cycles that take place during specified periods within
the Division's Planning Cycle. These individual planning cycles
are shown on Chart 1IV-A. The present staging of the planning
cycles of the eight continuing revenue sources over the 15 month
period 1is generally ame;able to the development and testing of
the comprehensive long-range Planning System for the Division.
Two sources -- Civil Defense Education Act of 1950 aﬁd‘Veteréns
Administration -- pose minor difficulties because their planning
cycles conclude before the planning cycles of the preceding

revenue source.
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CHART IL A

TIMING OF THE 1973~74 DIVISION PLANNING CYGLE
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Chart 1IvV-aA éhows the overlapping problem that the Division
currently faces with respect to three separate planning cycles
that yield three separate plans (01d, Current and New) over a
span of approximately six years and two months. For convenience
sake, planning horizons shown on the Chart have been 1limited to
three years,"gggpgh a planning horizon of five years will be used
in the proposed Planning System. The planning period shown on
the chart éovers the period from Fiscal Year 1973 (FY73) tﬁrough
Fiscal Year 1977 (FY77).

The 014 Plan shown on the chart was produced during the
1971-72 Division Planning Cycle. .The Current Plan was produced
during the 1972-73 cCycle and the New Plan during the 1973-74
Cycle. Each plan grows out of the previous plan. At the end of
each planning cycle for each revenue source and at the end of the
Divfgion Planning Cycle a pian document is produced and, where
necessary, 55 annual budget document. The 1973-74 Division
Planning Cycle begins with the cycling éf the Division Budget

Planning. At the time this process begins the Division is

currently operating on the first year of the 01d Plan. Before

the Division Budget Planning Cycle is completed the Division has

moved into the first year of the Current Plan for the entire

t

oy

Division. Because the Civil Defense EducatioriR&venue Source is
planned on a calendar year rather than a fiscal year and because
the Adult Basic Educati;n Revenue Source Planning Cycle is not
completed wuntil July of FY75, the Division completes operation

on the first year of the Current Plan and begins working on the
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first year of the New Plan. The New Plan is the plgn tha£ is
being developed during the 1973-74 Division Planning Cycle. This
overlapping problem, while not serious, must be taken 3into
consideration in the detailed design and testing of the Planning
System.

As pointed out in Chapter 1III, the Base Case Phase and
Alternate Set Phase of a given revenue source planning cécle will
require information on the Current Plan or New Plan of the other
revenue sources. Whether thé information is drawn from the
Current Plan or the New Plan depends on when, within the
Division's Planning Cycle, this information is needed. The
information ré&ﬁirements of ééch revenue source during its

>

planning cycle are discussed in Chapter III.

Maijor Componehts of the System

The Vocational Education Planning Systém is subdivided into-
four components: (1) Division and Revenue Source Planning
Subsystem Procedures, (2) Division and Revenue Source Indicator
S%§§¢ (3) Forecast Procedures, and (4) Data'a;d Information Files
and Report Generation Procedures. Each of these components
serves as an integral and indispensable coméohent of° the total
Planning System. Chart IV-B illustrates thé general flow of the

Vocational Educatien Pianning System, showing the components of

the System and their relationships with each other. The
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procedures described for Revenue Source 1 will be the same for

the other eight continuing revenue sources.

Planning Subsystems . j

Each revenue source requires a separate planning subsystem.’
An illustration of these subsystems is represented on -the chart
by the boxes labelled "Revenue Source 1". Each subsystem
consists of a series of sequential procedures, some of which- are
manual and some of which are automated. A similar set of
procedures is required for the Division's Planning Subsystem.

These procedureé are represented by the boxes that are labelled

"All Revenue Sources". -

Indicator Sets

A set'of Social Demand, Pfoéess and Output Indicators is
required for every revenue source. A general set is also needed
for the Division. While separaﬁe boxes havé not been provided on
the chart to represent these sets, the use of the- Geﬂexal

. Indicator Set and the Revenue Source 1 Indicator set is implied
in the boxes that represent those procedures concerned with
Revised Base Case, Base Case Evaluation, re-examination of Policy
Decisions, development of the Alternative Set, and Alternative

Set Evaluation.
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Forecast Procedures

As is indicated in Chapter 1III, a series of forecast
procedures is also required. These procedures are concerned with
the forecast of population, client groups, manpower requirements,
staff availability, space availability, and anticipated State and
Federal revenue. These procedures are represented on Chart IV-B

by the boxes marked "Forecasts".

Data and ;nféimétiog Files and Report Generation Procedures

Files are required for each revenue source and a general set

of files is aiso required for the division. Formalized,
sequential procedures, both automated and manual, are‘needed for
generating various types of reports to be used throughout the
planning cycles of each of the revenue sources. These reports
will provide an excellent means of responding to fequests for
information regarding activities conducted by the Division. The
Data and Information Files and Report“Generétion Pgbcedures are

also shown on Chart IV-B.

General Flow of the System

In Chart 1IV-B, the general flow of the system is divided
into two phases -- Base Case Phase and Alternative Set Phase.
Each phase consists of a sezies of formalized, sequéntial

procedures which will be briefly explained in this section. A

i
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NOTE: NON-CONTINUOUS REVENUE SOURCE PLANNING CYCLES ARE VARIABLE, }
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more detailed explanation of the Revenue Source Planning

Subsystem Procedures will be contained in the following section.

Base Case Phase

Forecasts are developed which provide information to the
Revised Base Cases. Status reports on Revenue Source 1's Base
Case cr Current Plan alsco provide information to the Revised Base
Case Process. These reports contain the results of evaluating
previously approved programs and projects, including current
indicator 1levels, and other information needed in the Revised
Base Case Process. Data and informg}ion are also obtained on
renewal applications for 1local education agency '(LEA)
instructional programs and\ previously approved LEA and State
construction projects and ancillary programs and projects. Also,
data and information, such as.the number of students expected to
enter activities under all revenue sources other than Revenue
Source 1, are extracted from .the cqrreﬁt or new plans of all
other revenue sources and provided to the Revised Base Case
Process for Revenue Source 1.

Expenditures and the expécted level of indicators are
cemputed for all renewal applications and previously approveé
programs and projects in the‘Rev;sed Base Case Process under the
assumption that the present 1level of funding ﬁill continue.
State and Federal revenue deficits or surpluses are also computed
along with the extent to which Féder#l constfaints are mat.

Finally, for the indicatox gaps, the difference between desired
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and expected levels are computed for Revenue Source 1. These
computations are made, where appropriate} by activity txge,
bureau, revenue source and.ltotal Division and by LEA and area
characteristics.

The results of the Revised Base Case Process for Revenue

)
s

Source 1 provide information for the Revised‘ﬁaﬁe Case Process

for all other ra2venue sources. The forecast and base cases

(current plans) or new plans also provide information and data
for the Revised Base Case Process for all revenue sources. Minor
adjustments are made to.the base cases (current 'plans) or new
plans of all revenue sources othexr than Revenue Source 1.

Indicator gaps and the extent of ‘ompliance with Division policy

concerning Federal or State revenues are computed, where

appropriate, by actiﬁity type, . bureau, revenue source, and total
Division and by LEA and area characteristics.

Thé results of the Revised Base Case Process for Revenue
Source 1 and all other revenue sources are placed . in the Data and
Information Files. The Reporg Genggation Prgcedures extrééi from
these files the data and information hnecessary to develop two
types of reports. The firét type is a Revised Base Case Report
of Revenue Source 1. :mhe second type displays results for all
revenue sourées other than Revenue Source 1 and a summary report

of all revenue sources. Each of these reports displays

information concerning expenditures, revenue deficits or

surpluses, extent to which Federal constraints are met, extent of

compliance with Division policy, expected and desired indicator

N\
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levels and indicator gaps by activity type,. bureéu, revenue
source and total Division and by LEA and area characteristics.
The Assistant Commissioner for Vocé;ional Education and his staff
evaluate these reports. The purpése of this evaluation is, to

.

determine whether or not to accept the Revised Base - Case for

[3

Revenue Source 1 as the New Plan. This evaluation is performed

. within the context of the revised base cases (current plans) or

PR
- e m e
AT

new plans of all other revenue sources. If the Revised Base Case

for Revenue Source 1 is found to be satisfactory, that is, (1)
indicator gaps are being closed, (2) ;%gyenue deficits.  or
surpluses don't exist, (3) federal conséfaints are met, and (4)
Division policy is satisfied, then the Revised Base Case becomes
the New Plan and passes through whatever additional-appréval
procedures are required. The results are’ communicated to the
appropriate State and Federal agencies and the LEA's. This
decision process takes place eight times during the ‘“Division's
Planning Cycle. These periods are designated on Table IV-A

opposite the lines marked "Base Case".

If the Revised Base Case is unsatisfactory, the Assistant

.Commissioner and his staff may review the desired indicator

levels., Division policy concerning Federal and State revenue may

also Qg examined. If changes are made in the desired indicator

levels and Division policy, these changes are incorporated in the

. Data and Information Files.
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Alternative sSet Phasge( ‘ ;\*

Results of thelﬁ Revised Base Case evaluations are
communicated to theuplanniﬁg staff for Revenue séhrce 1 Fo assist
them in thé Alternative Set Process for Reven53w$ource 1. Data
and information is extracted from the new applicatiohs for LEA
instruction prégrams, LEA and State *QQnstruction projects, LEA-
and State ancillafy programs and p;ojéc;s, for use during the
Alternative Set Process for Revenue Source 1. An Alternative Set
of old and new LEA applications for instructional programs, old
and new LEA and State construction projects, and old and new LEA
and State ancillary programs is selected. Expenditures, expected
indicator levels, indicator ga&s. revenue deficits or surpluses,
extent to which Federal constraints are met, and extent of
compliance with Division pol;cy are determined. The coﬁpuﬁations
are ma@e. where appropriate, by activity type, gureau, revenue
source and totai Division and by LEA anafargp characteristics.

The results of these cbmputationsj form -input to the
Alternative Set computations for all revenue sources. The
results of) the Revised Base Case computations for all revenue
sources also provide input to the ziternative Set Process for all
revenue sources.

The results of the Alternative Set Proéesses for Revenue v
Source 1 and the Alternative Set Prccess forgall revenue sources
are placed in the Data and Information Files. The Report

Generation Procedures produce the same reports discussed

previously. The Assistant Commissioner and his .staff evaluate
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the Alternative Set or Revenue Source 1 in terms of (1) the
indicator gaps, (2) revenue surpluses or deficits, (3} federal

constraints, and (4) Division policy. This . evaluation is,

performed in the context of the total commitmeénts of the

Division. If the Alternative Set for Revenue Source 1 is féﬁhd

to be acceptable, a New Plan and an annual ﬂhdget, where
required, is developed and communicated ﬁo the appropriate State
~and Federal agencies for final approval.q The results: of this
approval are then communicated to the LEA's and State agencies
affected by the New Plan. The Plannis then stored in ﬁhe .Data
and Information Files. )

If the ?lternatigé set is not satisfactory, the Assistant

L 4

Commissioner and his staff have three options: (1) they may call
for another Alternative Set, (ZTN’they may promote additional
applications and requests that new projects be designed, or (3)
they may re-examine and change desired indicator levels and
Division policy concerﬁing Federal and State revenues. This
process continues until an acceptable New Plan for R;venue Source
1. has been developed; The periods during the Division Planning
Cycle when this decision process takes place are shown on Table
IV-A for each revenue source.

This basic flow will bz followed with minor variations for
each revenne source planning cycle. Note at the beginning and

end of each revenue source planning cycle a complete set of

revised base cases or plans exists for the total Division.
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i . .
&5 Detajled Flow of the Revenue Source Subsystem Procedures --

3

1

Chart IV-C represents a more detailed flow of the procedures
to be followed to complete a planning cycle fdr a given Févenue
source. For convenience of explanation, Revernjue Source 1:is used

as an illustrative revenue source to explain this flow. .

=4
5
1Y

» o

Base Case Phase

+

Data and information are extracted from the File of Base

Cases or Plans for all activities under‘all revenue sources other
than Revenue Source 1. These data and infofmation will include
such items as the following: .
1. Students expected to enter all activities;
2. Trained manpower expected " to be graduated from all
activities;
3. LEA and State staff expected to be used by all
activities;
u, LEA space expect~d to be used for all acﬁivities; k
5. State revenue expected to be used for all activities:
and
6. Federal revneue expected to be used by all activities.
The Report Generation Procedures will perform the task of
extracting this information.

Forecasts like the following are obtained:

1. Potential students for all activities;

L] R .

2. Mznpower openings;

=
o,
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3. LEA staff available for all activities:
4. LEA space available -for all activities;
5. State revenue available for all activities; and

6. Federal revenue available and constraints on its

allocation fS: all activities.

pData and information on students expected to enter, manpower

expected o graduate, staff and space needed, and State and
Federal revenue needed is extracted from the File of Renewal

Applications of LEA Instructional Programs, the '‘File of

Previously Approved LEA and State Construction Projects, and, the-

File of Previously Approved LEA and State Ancillary Programs and
Projects for Revenue Source 1. This information is combined with
information for all other rgvenué sources and compared with the
forecasts to determine expected Social Demand, Process, and
Output indicator levels, such as ~gg§golloyipg:
1t, Percent potential sgqajg

-

Gits served,. -

5% Percent manpower openings filled,.

3. Percent needed of available staff,

4. Percent needed of available space which 1is available,

5. Percent needed of available State revenue, and

6. Percent needed of available Federal revenue.

Expenditures, expected iﬂdicator levels, State revenue
deficit or surplus, federal revenue deficit or surplus, and the
extent to which federal constraints are met are computed, where

appropriate, by activity type, bureau, revenue source and total

Division. The computations for expenditures @ and expected

-183-




indicator 1levels are ‘also computed in terms of LEA and area
characteristics. LEA and area characteristics are extracted from
their respective files. Expenditures are computed and forecast
over time in terms of state personnel, materials and equipment
cost factors.

Indicator gap;? the differénce between desired and expacted
indicator levels, are computed, where appropriate, by activity
type, bureau, revenue source and total g;vision and by LEA " and
area characteristics. This process requires data and information
from the current plans or revised base cases of all revenue
sources, including Revenue Source 1. In the same fashion,
computations are performed to determine the extent of compliance
with Division policy that is concerned with Federal and State
revenues to be used by activity type, bureau, revenue source and
total Division and by LEA and area characteristics.

The results of the above computations plus the computations
performed in the Revised Base Case Précess for all revenue
sources other than for Revenue Source 1 is a series of reports:
(1) Revised Base Case Report for Revenue Source 1, (2) Revised
Base Case Reports for all other revenue sources, and (3) Summary
Report of all revenue sources. The Assistant Commissioner of

Vocational Education and his staff are now in a position to

evaluate the Revised Base Case Report of Revenue Source 1. This

by activity type, bureau, revenue source and total Division and
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by LEA and area characteristics. The following questions are

answered during the evaluation:

1. Are the indicator gaps being closed - at an

unsatisfactory rate?

2. Does a Federal or State revenue deficit or surplus
exist?

3. Are Federal constraints unmet?

4. Is Division policy concerning the use of Federal and

State revenue unmet?

If the answers to these questions are "no", then the Revised Base
Case is satisfactory and, therefore, constitutes the New Plan for
Revenue Source 1. ‘Ehe New Plan and an annual budget, if
required, is developed. This Plan is communicated to the
appropriate sState and Federal authorities for their approval.
Following this approval the LEA's, State agencies and bureaus
within the Division are informed of the-acceptance of the New
Plan. The New Plan is then stored in the arpropriate file.

If the Revised Base Case for Revenue Source 1 is ﬁot found
to be satisfactory, the Assistant Commissioner and hi§ staff
determine whether or not they wish to revise the "desired
indicator 1levels. Changes in the desired indicator levels are
placed_in the File of Desired Indicator Levels. The Assistant
Commissioner and his staff may also consider the possibility of
changing Division policy about Federal and State revenue. If
changes in policy are made these changes are placed in a file

designated for that purpose.
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Alternative Set Phase

Information concerning policy changes and data and
information from the files used in the Basé Case Phase are now
utilized in the Alternative Set Process. The files of New
Applications for LEA Instructional Programs, New LEA and State
Construction Projects, New LEA and State Ancillary Programs and
Projects also provide data and information to the Alteipative Set
Process. An Alternative Set of Programs and Proj%éig is formed
from: (1) a selected -number of renewal applications and a
selected number of new LEA applications for instructjonal
programs, (2) previously approved construction projects and a
selected number of new construction projects, and (3) previously
approved ancillary(prOgrams and projects and a selected number of
1nnew ancillary programs and projects.

Expenditures, expected indicator 1levels, State revenue
deficit or 'surplus, Federal revenue deficit or surplus, and
extent to which Federal constraints are met.is computed for the

u

Alternative Set by activity type, bureau, revenue source and

total Division. Expenditures and expected levels of indicators -

are also computed by .-LEA and area characteristics. The indicator
gaps are computed, where appropriate, by activity type, Sureau,
revenue source and total Division and by LEA and area
characteristics. Finally, computations are performed to
determine the extent to which the Alternative Set complies with
Division policy concerning Federal and State revenues. These

computations plus the Alternative Set computations for all

=186~
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revenue sources are placed in the appropriate files. The Report
Generation Procedures produce a series of reports that will _be
employed during the Alternative Set Evaluation Process, viz., (1)

Alternative Set Report for Revenue Source 1, (2) Alternative Set

Reports for all other revenue sources, and (3) Summary Report for

all revenue sources.

Upon receipt of these reports the Assistant Commissioner and

his staff evaluate the Alternative Set for Revenue Source 1 in

~x
the milieu of all of the resource commitments for the entire

-Division. The same questions that were posed in the Base , Case

Evaluation Process are also posed here. If the Alternative Set
is unsatisfactory, it then constitutes the New Plan for Revenue
source 1 and is handled in the same manner as described in the
Base Case Evaluation Process. However, if the Alternative Set is
unsatisfactory, the Assistant Commissioner and his staff have
three options: (1) they may revise the desired indicator levels
and change Division policy about Federal ané State revenue; (2)
they may decide éo prsméte additional new LEA instructional
programs, construcéion projects and ancillary prograﬁs and
projects, new Sggif construction projects, and new ancillary
programs and pro{ects; or (3) they mzy decide to form a new
Alternative Set. This process_ gefitinues until the Assistant
Commissioner and his staff have selected a  satisfactory

Alternative Set or New Plan. A The New Plan is formalized and,

where required, an annual budget is developed. The process of

-
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approval and communication is followed by storing the New%g}aﬁ in

the appropriate file. e W

Data and Information Files

5 ‘The Data and Information Files as discussed in Chapter III
are coupled to the Report Generation Procedures. A set of files
é for the Division and a set of files for each of the revenue
sources 1is required. The following files constitute an
illustrative set for the Division:
1. Potential Student Forecast,

2, Manpower Forecast (this file will contain additional

information on manpower characteristics),

3. Staff Available Forecast,

4. LEA Space Inventory,

5. State Revenue Forecast,

6. Federal Revenue and Constraint Fofecast,

7. LEA Characteristics,

8. Area Characteristics,

; 9ﬂ State Personnel, Materials and Equipment éost Factors,
10. 'Desired Indicator Levels, and

1. Division Policy for Federal and State Revenue.

The following files are required for each ﬁngf37fsg<rcez .
1. Base Case or Plan,

2. Results of the Evaluations of Previously Approved

Programs and Projects,
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5.

Applications for Renewal of LEA Instructional Prdgrams
(including guidance and counselling),

Previously Approved LEA and State  Construction
Projects,

Previously Approved LEA Ancillary Programs and Projects
and State Ancillary Programs and Projects,

Applications for new LEA Instructional Programs
(including guidance and counselling), New LEA and State
Construction Projects, and

New LEA Ancillary Programs and Projects.and New State

Ancillary Programs, Projects and Services.

Y
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CHAPTER V

WORK PROGRAM FOR THE DEVELOPMENT, TESTING, MODIFICATION

AND IMPLEMENTATION OF THE PROPOSED PLANNING SYSTEM

overview of the Work Program

-

-

The work program discussed in this chapter covers a period

of three years beginning on July 1, 1970 and concluding on June ,

30, 1973. The objective of the work program is ¢to produce,' at
the end of the three year period, a completely operational
planning system for the New Jersey Division of. Vocational

Education. Several factors were taken ingg/eGhsideration in

/

establishing the work prcgram: {

1. The planning cycles of the continuin&“”févenue sources
-- the duration of those cycles énd the point at which
they occur in the total planning cycle of the Division.

2. All components of the Planning System are to go through
two implementation, evaluation and modification periods
that corfespcnd with the planning cycles of the
Division. ‘

3. Most of the components of the Planning System will be
available the first year of the project.

The work program is divided into three phases: Phase I

begins on July 1, 1970 and ends on April 30, 1971; Phase 1II
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begins as of May 1, 1971 and terminates April 30, 1972; and Phase
III begins May 1, 1972 and ends June 30, 1973. These phases are
keyed to the beginning of the 1971-72 and 1972-7? planning cycles
of the Division. Most 6f the components of the Planning 8ystém
will be ready for the first implementation, evaluation ;nd
modification period, which begins on May 1, 1971. The 1971-72
planning cycle starts at this time. Tﬁe first implementation of
all the componeﬁts of the Planning System will be completed by
April 30, 1972. The evaluations and modifications on all but
three of the components will also be completed by April 30, 1972.
The work on the three remaining components will be completed by
June 30, 1972. All components wili_ go through a second
implementation period and bg evaluated and modified for the last
time during the project. This work will be accomplished from May

1, 1972 through June 30, 1975. Some of the components will start

their third implementation period on May 1, 1973. All components

of the Planning System will be used during two planning cycles of
the Division. Each component will be ready for use as the need
for the component arises during these two planning cycieé.

The work program is illustrated on Chart V- . The three
phases are shown on thé Chart along with the task streams that
are necessary to develop the components of the Plahning System:

1. Task Stream 1.0 -- Develop and Implement Forecast

Procedures,
2. Task Stream 2.0 -- Deveiop and Implement  Report

Generation Procedures,
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CHART V— A
MAIN TASK STREAMS FOR THE_DEVELOPMENT, TESTING

AND MODIFICATION OF THE VOCATIONAL EDUCAfTENIPLAnuruc SYSTEM

1/1/10 5/1/1 5/1/72  6/31/73
PHASE I - — PHASE 11 d-rt —PHASE 111 —-:J |
Jlafsfolnfolsfriufaimls]slals]o|nlolsfrlnla M|J|JIAIS|0|N|D|J|F|M|A|H| :

T1.0 T1.1 DEV. FORECAST PROC|T1.2 IMPLEMENT, EVAL. & MODIFY
?Egi ¢ T1.3 SREP. 2ND IMPL. PER T4 IHEL, ZNDPERIO0
: T1.3 “REP. 2 - PER 5[ EVAL., MOD, & PREP
;ggggga;es , 4 T1.5] EVAL., MOD. & PR RO _IMP
' | T1.6 IMPL. 3RD PERIOD
2.0 F2.1 DEV. REPT. GEN. PRO| T2.2 IMPL.. EVAL. & MODIFY ’
DEV. & IMPL. . , o IMPL. 2ND PERIOD
_REPORT T2.3 PREP 2ND IMPL. PE
GENERATION’ |
PROCEDURE
73.0 | - : :
e [TSoEv. GEN. D & I FILES] 73.2 IMPL., EVAL. & HODIFY
IMPL . a
DATA & T3.3 PREP 2ND IMPL. PER
INFORMAT ION :
FILES 3.7 DEV. REV. SOJRCE D&I.FILES
73.8 [IMPL. "REV, SOURCE D & I FILES p
'T3.9 [EVAL, , MOD. & PREP 2ND INPL
T3.10[INPL. REV, SOUR D & I FILES -
T3.11. [ EVAL, MOD. & PREP 3RD INPL] :
| T3.12 IMPL. 3RD PERTOD °
.8200 o LTh.l DEV. GEN IND. Th.2 IMPL,, EVAL. & MODIFY {
IMPL, .- - |Th.b IMPL, 2ND PERIOD ;
g:%}CATOR T4.3 PREP 2ND IMPL. PER Th.5 | EVAL., MOD & PREP 3RD IMPL | .:
Th.7 DEV. REV, SGURCE IND, Th.6 IHPL. 3RD FERIOD :
Ts’o De . . - 2
18:0 . [15.7 DEV. DIV, SUB-SYS
IMPL.
PLANNING
SUB-SYSTEM
PROCEDURES
[ DEV. REV. SOURCE SUB-SYSTEMS
T5.7 _ T5.8

| [TMPL, REV, SOUR, SUB=sYsJ |
T5.11  [EVAL., MOD & PREP, 3RD IWPL] ;

T5.12 IHPL. 3RD PERI0DLZ ;




3. Task Stream 3.0 -- Develop and Implement Data and
Information Files,

4.2 Task Stream 4.0 =-- Develop and Implement Indicator
Sets, and

5. Task Stream 5.0 =-- Develop and Implement Planning
Subsystem Procedures. | |

Each task stream is subdivided into a series of tasks.

Charts V-B,.V-C, and V-D show the tasks in detail for Task

Streams 3.0, 4.0 and 5.0. A detailed listing of tasks by phase
is contained in the section, "“Phasing of the Work Program". . The
tasks may also be examined across task streams by purpose:

1. Development of the components,

2. Implementation of the components during the first
period, |

3. Evaluation and modification of the components and
preparation for the second period,

4. Implementation of the componenté during the second
period,

5. Evaluation and modification of the components and
preparation for the 1973-74 Division Planning Cycle,
and

6. Implementation of the components during the 1973-74%

Division Planning Cycle.
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CHART V.—8

DEVELOPMENT AND IMPLEMENTATION OF PLANNING

SUB-SYSTEM PROCEDURES
(TASK GROUP 5.0) ?
7/1/10 ' s/1/M 5/1/72 ' : S ' ’6/31/_7,
- PHASE 1 PHASE 111 :
Jjafsjoujofujr nfajn IJIJ[Alslolnlu[JIFIn alulslofalsfolulols|r|n

T5.1 DEV DIV SUB-SYS T5.2 IMPL., EVAL & MODIFY

T5.3 PREP, 2ND T5. 2ND PERIOD
IMPL PQE_’,/J’ T5.4 IMPL

T5.5aEVAL, MOD. & PREP. 3RD IMPL.):

T5.6 IMPL. 3RD PERIOD—

DIV - i
. .8 I15.9 15.10 Jrs.1h ﬂ>§§.1§e

BUDGET [ﬁ —>{ 15 > :
= "SDEV, SUB-SYS, ;

IMPL, tEVAL.i MOD &  rNpL. EVAL, MOD & jubr.
PREP 2ND IMP MP
ST GRANT- R IMPL PREP. 3RD IMPL

IN-AID 15.7 — > 715.8 [715.9 —{75.10 Jrs. lj-——->j

VOC ED ACT

AMEND-'68 5.7 [ 158 [15.9——>  75.10__Js5.18>

CIVIL DEF :
15.7 LEXY) Hm :

ACT-'50 | ‘
ED ACT-'5 ?Ll 15.10 |

MANPOWER T5.

i
DEV & TR ACT 5.7 >{15.8]15.9 [5.1005.11

AMEND-'69

SOC SEC ACT’ 75.7 ] e MIEE ’g@
AMEND- 67 ~ T5.8 T5.10 :

AD BASIC ED [ 75.7 »{ 75.8 [15.9 —>{ 15,10 ¥5,1¥
ACT AM-'€6

VETERANS 15.7 | j, T5.9 5. 11
ADMIN T5.8 T5.10°

SPECIAL 15.7
PROJECTS* -

T5.8

75.9

7 715.10

T5.11

*GENERAL SUB-SYSTEM PLANNING PROCEDURE FOR
NON-CONTINUING REVENUE SOURCES
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1/1/70

5/1/7)

'———-—Pmse 1

s joinfofsfr [u]a

CHART V—C

.DEVELOPMENT AND IMPLEMENTATION OF DATA AND
TNFORMATION FILES
{TASK GROUP 3.0)

PHASE

n]JIJIAlsloINII;IJIF_{ulA mly

5/1/72

PRI DE R W B0 S vl AR s o M

\ AT T ONSCP f 0

6/31/7

aaTe0 Rl *

[3.1 DEV. GEN, D61 FILES

T3.2 IMPL., EVAL §& MODIFY

T3.3 PREP. 2ND

IMPL

JiAlsJoluln |J lF |M|Am;

E
w ¥
.
by

PER L

T3 h IMPL ZNO%PERIOD

\_._/

>

&

73)5 —a{EVAL, MOD. & PREP. 3RD mﬂ p

T3.6 IMPL. 3RD PERI0D— |

av - 2u il

;
é
3'
0

L. |

DIV
BUDGET L T3.7 ﬂfy.a 1713.9 a[’jg J0_ 3.1}
DEV. REV IMPL, “CEVAL., MOD & EVAL, MOD &
ST GRANT- SOURCE D61 FILE PREP 2ND IMPL PREP. 3RD IMPL
IN-AID —>{T13.7 > T13.8 [13.9] ——{ B0 G ——
VOC ED ACT _ ;
AMEND-'68 - 13.7 »  T3.8 Bo—— T13.10 318> ;
CIVIL DEF ]
ED ACT.'50 T3.7 3.9
MANPOWER T3.8 3.10
DEV & TR ACT T3.7 ’{—T “T—"'.s T3.9H — P,
AMEND- 69 3010391
SOC SEC ACT 13.7 —— K )
AMEND - 67 - 3.8 2
AD BAsIC E0 [ 73.7 —»{ 73.8 [13.9] —-:*-*LT 10 3.1 ML
ACT AM-166 | ' L0
VETERANS . —-af T3.7 T3.9 1
ADMIN T3.8~ - fj.l;iﬁ} 3.1
SPECIAL 73.7
PROJECTS*
T3.8
T3.9

*GENERAL SUB-SYSTEM PLANNING PROCEDURE FOR
NON-CONTINUING REVENUE SOURCES




CHART V =D

DEVELOPMENT AND IMPLEMENTATION OF
INDICATOR SET
(TASK GROUP 4.0)

nm s . 5/1/72 6/31/73
J|Als [o[n]ofa]F |u]a IJJJIAleolulolJlrlnTIJ]J]AlslolnlolJlrlnlAlnl:]

T4.1 DEV, GEN. IND,

T4.2 IMPL,, EVAL & MODIFY

T4.3 PREP. 2ND

.4 IMPL 2ND PERIOD

meL per L LTH 3 INPL 10
Th.5 - EVAL, MOD. & PREP, 3RD INPL]
T4.6 IMPL. 3RD PERIOD{ ]
DIV ‘"f
Th.7 4.8 |T4.9 T4.10 g1 —-@
BUDGET g’[:, > — ,
"“DEV. REV. IMPL, CEVAL., MOD & qup . EVAL, MOD & pupr.
SOURCE IND PREP 2ND IMPL PREP, 3RD IMPL :
ST GRANT- ‘
IN-AID —>{ .7} —>{ .8 [th.9b— ——>{ 706,10 o i}—>
VOC ED ACT
AMEND-'68 ~ LLYS >  T4.8 Th.9—— T74.10 Fh.id> |
CIVIL DEF - 3
ED ACT-'50 >{ T4.7 > T4.9 Th ;
’ - T". ] ?
MANPOWER . ?
DEV & TR ACT - >{ T4.7 ] >{14.8]T4.9}—
AMEND-'69 | :;
S SEC6ACT —_— - »{ T4.7 - : Mm.g - )
AMEND- 67 T4.8 T4.10 3
AD BASIC ED [ Ti.7 »>{ Th8 [Th.9}—— — -~ —»{Th,10 fiuli 13 ;
ACT AM-'66 +5 -f
VETERANS  — »f T4.7 b—-- 14.9 — T
ADMIN T4.8 T4.10 TS, ?zﬂ
SPECIAL | Th.7
PROJECTS*
T4.8 ;

T4.9

é

*GENERAL SUB-SYSTEM PLANNING PROCEDURE FOR

NON-CONTINUING REVENUE SOURCES

T4.10
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Development

RAll tasks streams are keyed to Task Stream 5.0 which is
concerned with the development and implementation of the Planning
Subsystem Procedures. A close exmaination of Chart V-A will
reveal this fact. Because Planning Subsystem Procedures, Data
and Information Files and Indicatér Sets must -~be developed and
implemented for each continuing and non-continuing revenue source
of the Division, these tasks have been detailed on Charts V-B, V-
C and 'V-D,. Note that these tasks are siquentially staged to
match the order in which all but two of the plamming cycles, for
continuing revenue sources occur in the planning cycle for the
total Division. Development of the Data and Information Files,
Indicator Sets, and Subsystem Procedures for the Adult Basic
Education Act Amendments of 1966 and the Veterans Administration
Revenue Sources has been advanced so that each of these revenue
sources can pass through two complete implementation.‘ evaluation
and iwodification periods before June 30, 1953.

Development of a general set of Planning Subsystem
Procedures, Data and Information Files and Ind{cator Sets for
non-continuing revenue sources, which provide funds for special
projects, will be undertaken in parallel with the companion
components for the continuing revenue sources. This work will be
eased in some cases because certain continuing revenue sources

(see Chapter IV) provide funds for special projects. It is

‘assumed that these components with minor modifications will be

useful in planning future special projects.
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Implementation of the Components for the First Period

Before the first planning cycle is implemented for the ‘

Division Budget Revenue Source, revised base cases will be
developed for all but two of the continuing revenue sources
(Manpower Development and Training Act Amendments of 1969 and
Social Security Amendment Act of 1967 being the exceptions). If
a multi-year plan (Current Plan) exists for a given revenue
source this plan will be updated and utilized as a revised base
case, However, if a Current Plan does not exist for a given
revenue source the annual budget developed during the previous
planning cycle will be updated and forecast over a five;year
planning horizon. The updated annual budget and the five-year
forecast will constitute the revised base case for the revenue
source. Revised base cases will be developed in the same manner

for non-continuing revenue sources.

Evaluation and Modification of the Components and Preparation for
the Second Period

All the modifications on the Data and Information Files,
Indicator Sets, and Planning Subsystem Procedures of three
revenue sources (Vocational Education Act Amendments of %968,
Manpower Development and Training Act Amendments of 1969 and
Social Security Act Amendments of 1967) will not have been
completed before the beginning of the second implementation,
evaluation and modification period. Special attention, however,

will be given to those portions of the above mentioned
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modifications that are necessary to begin the planning cycles For
the Division's Budget, Adult Basic Education Act Amendments of
1966 and Veterans Administration Revenue Sources. »ll
modifications of the components will be completed before the
beginning of the_  planning cycle of the sState Grants-in-aid
Revenue Source. Modifications to non-continuing revenue source
components will be completed before the beginning of the second

period of implementation, evaluation and modification.

Implementation of the Components During the Second Period

All continuing revenue sources will complete a second period
of testing and modification. All special projects funded by non-
continuing revenue souf;es identified at the beginning of the
project will also have completed a second testing and
modification pfocesé. All components of the Plénning System will
incorporate the improvements resulting. from the first

implementation.

Evalgagign and Modification of the Compopents and Preparation for
1973-74 Division Planning Cycle

The Forecast Procedures, Report Generation Procedures, Data
and Information Files, 1Indicator Sets, aﬁd Planning Subsystem
Procedures will be modified for the second and last £ime during
the project. The procedures and documentation manuals and
materials will be cleaned up and placed in their final form. The

personnel of the Division will receive their final training, and
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preparations will be made to turn the Planning System over to the

Division. )

Implementation of the Components During the 1973-74 Division

Plannin cle

Special projects funded by non-continuing revenue sources
and one coxniinuing revenue source will begin the planning cycle
of the Division (Division Budget). Adult Basic Education Act
Amendments of 1966 and Veterans Administration Revenue Sources
will be finishing their planning cycles and, thus concluding the
1972-73 planning cycle for the Division.

\

Phasing of the Work Program

Ry

The tasks are shown by phase in this section (refer to
Charts V-A, V-B, V-C and V-D). The dates enclosed in parentheses
cover the time period allowed to complete the"‘ta‘skyy

1. Phase I contains the fSIIOz}ng tasks (7/1/70-4/30/71):

a. Task 1.1 - Develop Forecast_Procedures and prepare
for the. first implementation period (7/1/70-
4/30/71);

b. Task 2.1 - Develop Report Generation Procedures

and prepare for the first implementation period

(7/1/70-4/30/71) ;
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e.

Task 3.1 - Develop the General Data and
Information Files and prepare for the first
implementation period (7/1/70-4/30/71);

Task 3.7 - Develop and implement the Data and

Informaticn Files for continuing and non-

continuing revenue sources and prepare for the

first implementation period (7/1/70-7/31/72);

Task 4.1 - Develop the General Social Demand,

Process and Output Iﬁdi&ators and prepare for the
first implementation period (7/1/70-4/30/71); . |
Task 4.7 - Develop the Social Demand, Précess and
Output Indicators for the éontinuing and non-
continuing revenue sources and prepare for the
first implementation period (7/1/70-7/31/72);

Task 5.1 - Develop the Division 1level Planning
Subsystem Procedure and prepare for the first
implementation period (7/1/76-&(30/71); and

Task 5.7 - Develop the Subsystem Procedures for
each continuing and non-continuing revenue source
and prepare for the first impfementation period

(7/71/70-7/731/772).

Phase II contains the following tasks (5/1/71-4/30/72):

Q.

Task 1.2 - Implement, evaluate and modify the

¥
Forecast Procedures (5/1/71-6/30/72);
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Task 1.3 - Prepare for the second implementation
period with the Forecast Procedures (3/1/72-
4/30/72);

Task 2.2 - Implement, evaluate and modify the
Report Generation Procedures (5)1/71~6/30/72);
Task 2.3 - Prepare for the second implementation
with the Report Generation Procedures (3/1/72-
4/30/72);

Task 3.2 - Implement, evaluate and modify the
General Data and Informztion Files (5/1/71-
6/30/72);

Task 3.3 - Prepare for the second implementation
period with the General Data and Information Files
(3/1/71-4/30/72);

Task 3.7 - Continue developing .the Data and
Information Files for the continuing and non-
continuing révenue sources (7/1/70-7/31/72);

Task 3.8 - Continue to implement the Data and
Information Files for each coﬁtinuing and non~
ooﬁtinuing revenue source (5/1/71-4/30/72);

Task 3.9 - Evaluate and modify the Data and
information Files for each continuing and non-
continuing revenue source and prepare for the

second implementation period (7/1/71-6/30/72);
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Task 4.2 - Implemegt, evaluate and modify and
expand the General Indicator Subset (3/1/71-
4/30/72);

Task 4.3 - Prepare for the second implementation
period for the General Indicator Subset (3/1/71-
4/30/72);

Task 4.7 - Continue development of the Social
Demand, Process and Output Indicators for the
continuing and non-continuing revenue sources
(7/1/70-17/31/72) ;

Task 4.8 - 1Implement the indicators for each
continuing and non-continuing revenue source
(5/W/71-4/30/72) ;

Task 4.9 - Evaluate, modify and expand each
continuing and non-continuing revenue source
Indicator Subset and plan for the second
implementation period (7/1/71-6/30/72);

Task 5.2 - Implement, evaluate and modify the
Division | level Planning Subsystem Procedures
(5/1/71-6/30/72);

Task 5.3 - Prepare for the second implemeﬁtation
period with the Division level Planning Subsystem
Procedures (3/1/71-4/30/72); |

Task 5.7 - Continue development of the Subsystem
Procedures for each continuing and non-continuing

revenue source (7/1/70-7/31/72);
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Task 5.8 - Implement the Subsystem Procedures for
each continuing and non-continuing revenue source
(5/1/70-4/30/72); and

Task 5.9 -~ Evaluate and modify the Subsystem
Procedures for each continuing and non-continuing
revenue source and prepare for the seccond

implementation period (7/1/71-6/30/72).

Phase III contains the following tasks (5/1/72-

6/30/73):

de

Ce.

d.

e.

£.

Task 1.2 - Continue to implement, evaluate and
modify the Forecast Procedures: (5/1/71-6/30/72) ;
Task 1.4 - Implement the Forecast Procedures
(5/1/72-6/30/73) ;

Task 1.5 - Evaluate and modify. the forecast
procedures and prepare for the 1973-74 Division
Planning Cycle (7/1/72-6/30/73);

Task 1.6 - Implement the Forecast Procedures
(5/1/73-6/30/73);

Taék’ 2.2 Continue to implement, evaluate and
modify Ethe Report Generation Procedures (5/1/71-
6/30/72);

‘Task 2.4 - Implement the Report Generation

Procedures (5/1/72-6/30/73);
Task 2.5 - Evaluate and modify the Report
Generation Procedureﬁmgnq prepare for the 1973-74

Division Planning Cycle (7/1/72-6/30/73);
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Task 2.6 - Implement the Report  Generation
Procedures. (5/1/73-6/30/73) ;

Task 3.2 - Continue to implement, evaluate and
modify the General Data and Information files
(5/1/71-6/30/72) ;

Task 3.4 - Implement the General Data and
Information Files (5/1/72-6/30/73);

Task 3.5 - Evaluate and modify‘ the Geneéal Data
and Information Files and prepare for the 1973-74
Division Planning Cycle (7/1/7é~6/30/73);

Task 3.6 - Implement the General Data and
Information Files (5/1/73-6/30/73);

Task 3.9 - Continue to evaluate and modify the
Data and Information Files for the continuing and
non-corntinuing revenue sources and continue
preparation for the second implementation period
(7/71/71-6/30/72) ; |

Task 3.10 - Implement the Data and Information
Files for eaéh continuing ané ncn-continuing
revenue source (5/1/72-4/30/73);

Task 3.11 - Evaluate and modify the Data and
Information Files for each continuing and non-
continuing revenue source and prepare for the

1973-74 Division Planning Cycle (7/1/72-6/30/73);
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V.

Task 3.12 - Implement the Data and Information
Files for each continuing and non-continuing
revenue source (5/1/73-6/30/73);

Task 4.2 - Continue to implement, evaluate, modify
and expand the General Indicator Subset (5/1/71-
6/30/72);

Task 4.4 - Implement the General Indicator Subset
(5/1/72-6/30/73);

Task 4.5 - Evaluate, modify and expand the General
Indicator Subset and prepare for the 1073-74
Division Planning Cycle (7/1/72-6/30/73);

Task 4.6 - Implement the General Indicator Subset
(5/1/73-6/30/73);

Task 4.9 - Continue to evaluate, modify and expand
each continuing and non-continuing revenue source
Indicator Subset and continue planning for the
second implegentation pe;iod'(7/1/71-6/30/72);
Task 4.10 - Implement the Indicator Subsets for
each revenue source (5/1/72-4/30/73);

Task 4.11 - Evaluate, . modify and expand each
revenue source Indicator Subset and plan for the
1973-74 Division Planning Cycle (7/1/72-6/30/73);
Task 4.12 - Implement the 1Indicator Subset \for

each revenue source (5/1/73-6/30/73);
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aa.

bb.

CC.

dd.

ee.

ff.

Task 5.2 - Continue to implemeﬁt. evaluate and
modify the Division 1level Planning Susbsystem
Procedures (5/1/71—6/32{72);

Task 5.4 - Implement the Division 1level Planning
Subsystem Procedures (5/1/72-6/30/73);

Task 5.5 - Evaluvate and modify the Division level
Planning Subsystem Procedures and prepare for the
1973-74 Division Planning Cycle (7/1/72-6/30/73);
Task 5.6 - Implement the Division level Planning
Subsystem Procedures (5/1/73-6/30/73);

Task 5.9 - Continue to evaluate and modify the
Subsystem Procedures for each revenue scuice and
co;tinue preparations; for the second
implementation period for eééh source (7/1/71-
6/30/72);

Task 5.10 - Implement the Subsystem ProceduréEJ;or
each revenue source (5/1/72-4/30/73);

Task 5.11 - Evaluate and modify,‘the Subsystem
Procedures for each revenue source and prepare for
the 1973-74 Division Planning Cycle (5/1/72-
6/30/73); and

Task 5.12 - Implement Subsystem Procedures for

each revenue source (5/1/73-6/30/73).
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Results at the End of Each Phase

*

The work program has been so conceived as to yield working
components for the Planning System at the end of Phases I z2nd II.
All components will be cleaned up during Phase III and turned
over to the Division personnel in complete working order at the

end of the Phase. The following results will be produced at the

2 AN W e TS A v

D T R SR 7

end of each phase:

1. Phase I (7/1/70-4/30/71) --

a. Forecast Procedures,

b. Report Generation Procedurei,

C. General Data and Information Files,

d. General Indicator éhbsets, )
e. Division Planning Subsystem Procedures,

é%%%. Revenue Source Planning Subsystems, Data and
Information Files, Indicator Subset, and Planning
Procedures will be completed for each of seven
revenue sources =- (1) Division Budget, (2) state
Grants-in-pid, (3) Vocational Education Act
Amendments of 1968, (4) Civil Defense Education
Act Amendments of 1950, (5) Adult Basic Education
Act Amendments of 1966, (6) " Veterans
Administration, and (7) Special Projects, |

g. Procedures and documentation manuals and ma‘erials

=

will be developed for the above where necessary,

and
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h.

Division personnel using the above components will

be trained in their use;

2. Phase II (5/1/71-4/30/71) ~--

de.

The folloyéng components  will have nearly
completed the first implementation, evaluation and
modification process -- (1) Forecast Procedures,
(2) Report Generation Procedures, (3) General Data
and Information Files, ({4) General Indicator
Subset, and (5) Division Planning Subsystem
Procedures,

Revenue Source Planning Subsystems - Data and
Information Files, Indicator Subsets, and Planning
Procedures will be completed for each of the
following sources -- (1) Manpower Development and
Training Act Amendments of 1969 and (2) Social
Security Act Amendments of 1967,

Procedﬁres and documentation manuals and materials
will be developed for the two revenue source
Planning Subsystems mentioned in "b" above,
Division personnel using the revenue source
Plaﬂﬁing Subsystems mentioned in "b" above will be
trained in their use, and

All continuing and non-continuing revenue source
Planning Subsystems will have completed their
first implementation evaluation and modification

process; and
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3. Phase III (5/1/72-6/30/73) =--

a. Final modificaﬁions will be completed on all the
components of the Planning System,

b. Procedures and documentation manuals and materials
will be completed,

c. All division personnel will complete their
training in the use of the components of the
Planning System, and

a. All components of the Planning System will be

operational.

concluding Comments .

Because of the large number of revenue sources presently
administered by the Division and the complexity of the required

LEA and State application process for requesting funds from these

sources, the Division has an immediate need for a continuous, .

comprehensive, and integrated Planning Systeh. The work program
contained in this chapter will provide the components of the
proposed Planning System thirteen months after the start of
development. This rapid delivery, however, is ﬁredigated on the
assumption that these components will be subjected to two
implementation, evaluation and modification processes, that is,
the components will be used to assist the Division in completing
two of its planning cycles (1971-72 and 1972-73). The use of the

components during these cycles will reveal problems within and

A
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among the components that may be overlooked during their
development. The Planning System will be free of problems and
completely operational at the end of thirty-six months. The
System will have been built with and for the personnel of the

Division. All necessary procedures and documentation materials

will have been completed. These materials plus the thorough .

training of the Division's personnel will enable the Division to
upgrade the components of the System long after the Government

Studies Center has completed its work.
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